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-De .r Mr/. President

Your Commission submits herewith its Report on,Academic Governance

at thkUniversity ofyictoria.

The Commission's deliberations and studios extended over a period

ofmOrepthan.six month6 and during this period we received submissions
written and oral from a large number.of interested.colleagues and groups

on the campus. We ourselves. sought interviews with others who we felt

couldprovide us with informatib,and opinions' pertinent to our task. ,

We' also had available to us books., reports and policy statements dealing

with academic governance, both In,Ganada and elsewhere. Those familiar

with policies and procedures at\the University of Toronto, Queen's

University and\the University of British Columbia wil,l,rectinize that

many of our recommendations are based upon policies in'effect at these

institutions.
/

The Commission regrets that the Faculty Association, the Alma,MaXer

Society, and the, Graduate Students' Society did not see fit to make'

submissions to us, and that only three individual students dicNso.

I

May I, as Chairman,..axpress to.you my appreciation for the hard

work and devotion of'my colleagues on the Commission; ,I would also like,

on behalf of the Commission, -to thank Mrs. Audrey clemon4e.end,Mrs. Mae
Peters for their secretarial serviced and the staff of the University

Library fortheir cooperation.

o

Respectfully submitted,

Jennings, Chairman

SAJ-mp ission on Academic GoVernance
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' -.INTifrUCTION
c

,A... -.....

The Terms of Reference of.the President's Commission on Academic
. , .

. ,

.Governance.were as follows:
it

.r
Generally, the Commission is to study and
make recommendations regarding methods of
academicsgovernafce'at ,the University
Victoria.

o

.The Study wil1 includ4 a review of. how
academic policy is established-and decisions
takenattthis university and at other
institutions both in Canada and elsewhere.
Special 'consideration will be given to thi '
powers,duties-and responsibilities of
'individuals, bodies_ and offices. curing
the course of its deliberationsthe
-Commission will invite submissions from_
interested individuals or groups within the
University.

.

The Commiasion will submit a written report
to the President Vy September'l9i2 presenting
its finding's and making-recommendations
regarding academic governance.

It is important to note that the Commission was charged with the

responsibpity of making recommendations concerning the govdrnance of
.

.

.
,

.01;40
..

this University for the immediate future not with the preparation of
, 4 ° .

a paper o _the governance of universities in general. In the Reborot

!

which fol s, we have suggested a number-of significant orga:nizational

.chariges and haveiset out what we considei to be the dutiet ana. fespons-

ibilitie call persons oncerned with academic decision taking. We
.

- ,

believe th our recommendqtions, if implemented', will do much to clarify

many.areas'where conflision had existed in the past. HoweveT, we arelunler
.

.

no illusion as.to the real' causes of thedifficulties-that we have
1 *

experienced in' recent years. Our fundamental problems havp hot been

arganizjtionalbpt have been behavicimral and in parte,ideoiOgicaL,

(-1
t:l

I



No,sydni of government will work successfully withoutthe. cooperation and

acceptance of thpse'so goerned,

,

Our" recommendations, if implemnte ill bringtheadminiskativ.p,...

practices at this Univt(rsity in line with those in effect at--.a number of

Major Canadian universities, They will inevitably be mod ;find in.future

years and it is our hope that theseomOaifications,would-aiilse,natu ally

and easily from .a process of consulstation anddiscussion Within the,
J

A
a

system we env.isa4e.

Readers of this Report will immediately realize that we have.made our

endations within, the.legal'frameWork of the psresent.UniversiqeS Att.

It now appears ,possible that amendments may be made .to this Act, .linless

these amendments are Of. such 'a sweeping nature as to amount to a co plete

rewriting; the Commission believes that they, will have lit-Le Affect on' the

internal gownance of the UniversitY, although they may, change the

composition of the Boar and Sqvate-.' The practices of gbvernance nOt

spelled out in the present Act, not_can they be_spelledfout in any future

,,Act 8 Act can contain only the bare skeleton of the structure and

the flesh and clothing are added by te"Unive;sity itself as it grows,and

matures,

We ask thlt our Report be read,as a whole and thait each recommendation

be considered in its appropriate context / Indeed, in some cases we haVe
.

9

made stirgeStions'or indicated ourvieWs without setting tHe&eobut 6

,formal recommen tions. For these reasons our, Report does not incld'de a

separate sunpa.ryfrf our formal recommendations but the. Table -of Contents

r
will provide a guide as to where formal recommendations may be found,

'

A

'



1. TAVUNEFERSITIES ACT

*

The COMmissiliriers-Were-chal 14 with the ro_s 'Jollity of 'studying the

!
governance of thiS University and of'making-recommendations concerning

The.basic:.docum nt Upqn which the governance of all public uniVersities in

British Coanmbia is based.is the Universities Act' 1.1§.B.C. 1963, c. 52].
(,

0

This Act provi.des only the broad general outlilies of how a unfiihrsity in

;
r

! :.

British Columbia is governed, .It is important to realize that the. Act doe

,
,

:not provide.a manual froM which the aalnistration practicesat this, or

47 .
,

.1 dny,other univer0.ty, cansbe,discovOred since much. of the actual-practice
.

A
, 7 .

and.many of the mechanismS,6f governdnce have evolVed'over the years and

.

- #
will of necessity dalifer frogAlkiversity to university_ .Nevertheess, it

-w.44111t
.

N,

,does set out the genet:alt.' !framework within which these practices

. ,

mechanisms must. operate
, 6.

A study of the Act akes it immediately clear that its drafter's
.

created a,system of gover dnce which involved "a dkision of powers between.
,)

I-

the Senate on the one hand ancrthe Board of. Governors on the other, The
of

.

. .

Senate in general has the Power to deal with. "the government, management;

*

and carrying out of curriculum, instruction, and education offered by the'
: .

w i

'University" ,The powers,of the Board of GovernorS centre! aiound "the
,,.,.;

management, administration and ontrOl of themoroperty, revenue, business,
f . . ,..

and affairs bf.,the UniversitY", including the power to appoint staff.

The essential connection between these two bodies 1g the Predident who is

the chidi executive officer of the University, which is defined by the Act

include, among other bodies; th3e Senate Board and Faculties,

/'



In circler to underatana the bicameral system of governance at this
. ,

University, it is essentiar.lhat we expose a4number of sus of the Act

since this Act provides the framework for the Ictual system'of governance

which has-Veloped aver the Years.
0

,

It is hbt our intention to reproduce

quote

f the

ote

2. , ,

hire :the lantirt Act, 4ut we'shall $
4

those sections.which the Commission, feefs'Will highiight the structure

riet
University-and the,division of poWers.,

liNote:, In what' follows ."Faculty" is used bojjan one of 'the

Faculties (Arts and Sciericp,ducation4 Fine Arts,

Graduate Studies andLany'otheVwhich may be established
in theTfuttre)facdity as(defiriedilin-the.Act-Means
the ,Dean andthe"1-eathing staff of a Faculty as

'odeterMined by the Senate; Teaching staff is-defined
to include:prOfessors, associate. professors, assistant
professors,Jecturels, instruttorg and' aft others
engaged in fhe. work ofd teaching' or giving instruction

4 4

The Wniverbity

Sectjon 5(2). Each University shall consist of aChance4or, a
Convocation, a Board of.Governors, a Senate, a
Faculty Council, and the Faculties

Ir., Convocation

Section 7
. ' .1

.The Convocation of each University shall be composed ,

of
(a) the Chantellor,,whO.shall ChatTman tIleredit

,

(b) the President;
(c). the,members of the.Senate;

(d) all 0±sons holdiNg-acadeMis.,ap 'ointments within

' the University, whose names,are ddeaLt:o;the

."roll of the Convocation upon instructions of :I

the President; .

(e) persons who have become-graduafep of alp

University; and .

4

'(f) all' persons whdse names are-added,to the roll',

df.the Convocation( by regulation of..the Senate.

a



F.

The- Board of Governors

of the Board:1. Members

Section 16 - The Board :shall consist of elpen members,,
compelSed 'of the Chancellor, the President, :three

rlImemberi elected by the Senate froim its own members,
land six Members appointed by the Lieutenant-Governor
in Council.

Section 20 - The following persons are noteligible to. be members
of the' Board:

(a) Members of the Parliament of'Canada:
(b)' Members Of Executive CoUncil' or of th0..

Legitlative Assembly:
'(c) 'Meiebers of 'the Board of Governors of 'any other.

University
.

(d) Other than the Presid&nt, any'appointee of ta
Board whoredeives reMuneration from the°

, . ljniyersity: - -

(e) Any employee in the'seivice of The Depaftment
of Xducation.or principal or teacher of any
school:

(f) A person who resides outside the Province:
(g) A persmvwho hai not attained the age of Ai,

twenty-8ne yeard [nineteen years] ,

powers of the Board of Governors with which, we, are concerned

are set out sections 46-53 of. the Act as'follows:'

Section 46 - The management, administr ation, and control Of. the
property, revenue, business, and affairs of the
University are vested in the'Board.. Without thereby
limiting the general powers conferred upon or vested
in the Board by this Act, the Board has power

;-40 make ruleeand-reguIations fOr the meetings
of: the Board and its transactions_ with poWer
to appoint frbm ibaHmembersa Chairthan and,.
when necessary, an'ACting Chairman;

(b) to appoint the President of.the University,_
Deans of all Faculties, the Librarian, the

--t Registrar, the Bursar, the Professors,
---, Associate Professors, Assistant Professors,

Lecturers, Instructors, and other members of
the leaching staff in the University, and all
such officers, clerks, employees'and servants



1

as the-Board4may deem necessary for the purposes

t/

Of the University, and to fix their salnriekot
d.. remuneration,.an toedefine their du ies and

,their "tenure of Office oremployment, which,
unless otherwise provided, shall be during-the
pleasure of the Board; but no Person shall be

4e mappointed a member of the teaching staff of the

Universiti or of any Faculty thereof unlessAle
is first nominated for tee position'toAkiCh iE,
is-proposed to appoint him,by the President o
the Un4persity and no member Oft teachingteachng ilk
staff of the University or of 'any Faculty there-'
of shall be promoted or removed except upon the
recOmmendattion of the President of the UniVersityl

(0- with the approval of the 'Senate, to provide for

the establipIment and maintenance of Faculties
and 4,0partments with 'suitable teaching'staff,
and for such chairs, fellowships, scholarships,
exhibitions, bursaries, prizes, andcOurses of
instruction in any subject ay may seem .meet to the
Board and Senate,.except for theology courses
intended as training for the ministry- of any
religion, and with the approv1of the Senate to
discontinue'any Faculty, department chair,
,fellowship, scholarship;- bursary

. prize, or- course of instruction;.

(g) to prepare annually budgets for operating and
capital expenditure for the University;

(1) from ti ,e to time to dettrmine'the number of
.

/ students 'that maypn the opinion of the Board,
having regard to the resources available, be
accommodated in the University or in any Faculty
thereof, and to make such rules and regulations
as, are Considered advisable fgr, limiting 'the'

admission or accommodation of students in any
case. to the number's° determined, and fog'
selecting from applicants for admission to the
University possessing the required academic and
otheriqualificationsthose who are to be
admieeed as students in the'University or in
any Faculty thereof;

(n) to do and fie" -form all othermatters And things
which naybe'neCessary for; .the well-Ordering
and advancement of the University.
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O

Section 47.- The Board shall not -thew any
expenditure beydnd the amount
grant.made to the University
the estimated revenue of the U
sources up to the end of and i

rInleSS an estimate thereof has
to and .apprdved by the Lieuten

Council.
%

Section 50 - TheiBoard shall make an .annual

.transattidns to the .Lieutenant

in which shall be set forth a

lability or make any
nexpended of the
the Legislature and
iversity from other
eluding that year,
been first submitted
nt-Governor in

report of its
Governor in Council,.
ala ce-sheet and a

statement of revenue and expen itu e for. the year

ending on the preceding thirty -First day of Mlreb,

And such other' particulars as'tie Lieutenant-
Governor in Colincil may from ti e to tkine require.

A coy of the annual rport: so adlt shall be forth-

,. with transmitted,to.the Senate.

1,
Section 51 - _The accounts of the' Board shall lie .audited at least

'once a_ year by Ithe. Comptrollerz( eneral,l'or by some

person appointecrby the Lieuten nt-Governor in

CoUnbil for tiler purpose.

Section 52 - If any question aiises about the powers and duties_

of the Convocation,*the Chancellor, the President,

Phe Satiate, tOlie Facultius, or any officer-or servant

of.the UniVersity, the same shall be settled and /

deterMined by the Board, and its decision is final.

:Section

IV. The Senate

U

The Board may from time to,time appoint Advisory

1 ards,,consisting either :wholly. or partly, bf

pe onluncorinected with the University, upon such

terms ancVfor such terMs,and for such purposes as

the Lard May consider advisable, and may refertO
them for advice and report any subject or matter in

Aye' Board's opinion' requiring to be so dealt with, .

and such advice and report shall be cdhsidered and N

weighed. by any body in the 4niversity to which the

Board directs the advice to be given Or report *6

be made.

1. Meliberst

Section 23 - The Senate of each University shall be copposed of:

4

I b



6.

(a)\ the Cialfcellor;
(h) he P-esiden;
(c) the Dans of Faculties and one member of"each

Facul y elected by the members of. that. Faculty;

( :such. they Deans as may be determined by the
Senat ;

the L brarian;
one m tuber to'be.elected by the governing body
of eaci affiliated college of the'llnivsersity;
four m mbers appointed by the Lieutendht-
Overno in,Council only one of whom shall. be

n official of the Department of Education;
11 t less'ehan six nor more than fifteen'members,
as determinedby the Senate, to be elected by ,/

Con oation from the members thereof, who shall
not e meMbers Of the Faculties; ).

0.

(i). one o more members, as determined by the Senate,
to be lected by any society or group or 0
organiz tion in the ,Province which in, the opinion
of the S nate Contributes in d ,significant way
to the ec neMic or cultural Welfare of the.
'province; end.

(j) number2of melibers, equal to theThumber-provided

in clauses ( )(h), and (i), ,Co ,be elected.by
the Faculties ei her'in-joint meeting or in0such
manner as the actlties in joint meeting may by
regulation dete mine,

2. The powers and duties of the Senate W th'whiCh we are concerned: 4e

sgl out in section 54 of the li.ct as followS:

Section 54% (a) to regulate the conduct of its meetings and
proftedings, including the determining of tfie

quorum necessary for transaction of business
and the election of its members to the Board of
Governois;

(b) to provide for the government, management, and
carrying-out of curriculum, instruction and

'education offered by the. University;
A

Ad) to.cOnsIder and revise the cotPrse of study,

instruction, and education in all Faculties
and departments of the University', including
extramural instruction;

. (0' to approve the establishment dr discontinuance
by the Board of any Faculty, department, course
of instruction, chair, fellowship, scholarship,
exhibition, bursary, or prize;,

C



7

(h) from time to time to determine which members of

the teaching and adlainistrative staff shall be

members of each,Faculty;

(k) to make such recommendations to the Board as may
be deemed proffer for promoting the interests of

the University or for carrying out the objects

and provisions of this Ait; e
4

(0' to deal with all matters reported by the raculties, .
as.-Orffecting their respectivalFaculties, and to
consider and take action upon)all such matters

as shall be reported telt by the Bard;

7.

Cm) to exercise disciplinary jurisdiction with respect

to students°in attendance at the University by

way of appeal from'any decision of the.Faculty'

Council;

(n) to make or alter any University rule or regulation,

providing the rule or regulation so made or
Altered is consistent with the provisioris ofthis
At and with the.. laws of the Province;

to fix the terms of affiliation with other

universities, colleges, orother institutions
"or learning and to modify,or.terminate such

affiliation.

(p)

n addition 'section 55 states that

' Section A certified copy, of every resolution or order of the Senate

providing .for' any of the matters or things mentioned in' C.

clauses. (f), (n), and (p) of section 54 shall, within ten

days of the passing thereof, be transmitted to the Board,

and no such' resolution, rule, pr regulation has fiorce or

effect until it has been approved by the Board.

The President

The powers and duties of the President are set in sectionsc56-60 as

follows:
,

,Section 56 - There shall be a lresident-of the University, who s

be the chief executive officer, and who shall gene

'supervise-and direct the*academic work o the Unix

teaching and administrative staffs,and the offic

.servants'. He shall have such other powers and p.e



11,

4

such other &Mies as. from time to time may be assigned
to him by the Board.

Section aithout. limiting J general powers, the President has
. .

power

(a) to recommend appointments, promotions, and removal
of members of he teaching and administrative 5taffs,
and the officers and servants of the University;

(b) to summon meetings of a Faculty wheriever he may deem
it necessary to do so, and at his discretion to
convend joint meutings of all the Faculties or any ..,

two or more of, them; and

to authorize lectures and instruction in any Faculty
to beNgiven by persons other than the duly appointed
member of ehe teaching staff.

.

Section 58 - ,X1) The P-;esident has, power to suspend any member of the
teaching and administrative'staffs and any officer
or servant f the. University, Upon the exercise of
'that power; le shall fOrthw report his action to
the Board with a statement f his. reasons. A person
-who is suspended under t is subsection has a right
*;'..of appeal to the Bard

.1

7.

8

(c.)

"Section 59 -

Section 60
A.

(2). The Prsident has power tossuspend any student,afoe ,

to deal qumffarily with any matter of student'discipline;
. .

notwithstanding any powers conferred-on the Faculty
Council; Upon exercise by him af.this power, fie sh01
fiorthwith report his action to Faculty Council with Na

. statement o his :deasons. His action is final, Subject

i all case to an'appeal to the Senate,

. .

The President sh a
4

ort .annually on the progress of the
University to the the Senate' and make any

necess ry recomm and he ihall also report on
any matter which e referred to him by,the Board

or the enatev.

Air 1 1
The Presiient is hairman of Senate and of .Faculty Council'
and is a member. ,f each Faculty, In the ab .sence of the
Chance 'or', the'Presidentshall bentalrman of Convocation

G

and sh 11 confer degrees.
,

11 re
.Boar

ndati
hall
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VI. Faculties 4 ,-
.

t;//7
The .powers and duties of the Faculties 'are set out in sections 63-65

. ,

..

a / T ---..-

'!as follows:'

4
Section, ta to make rules and'regulohons governing its

proceedings, including the determining of the /

quorum'necessary for the transaction of'business;

(b) subject to the provisions'of thi e..A5Vand'to. the

approval of the Senate, to male rules and

re ations far the government, "direction, and

nagement of the Faculty: nd the affairs and

business thereof;,

4c) to determine, subject to the approval of the enate,

the courses' of study in the Faculty;

to prohibit lecturing and teaching-in their
respective Faculties by persons other than the-duly

appointed members of the teaching staff thereof 'and

psons duly authorized, anilitto prevent any lectur-

ing'or.teaching so prohibited;

(d)'

'

)

(e) subject to'the,approval of Senate, to appoint for the

examinations in each Faculty examiners, who ihall,
subject to an 4ppeal to the.Senate, conduct Such
exminations.anZi determine their results;

to deal with and, subject to an' appeal to theSermte,

to decide upon all applications and memorials by

students and others in connection with their

respective Faculties;
. ,

generally to deal with all such matters as may .be

assigned to it by the Board or the Senate.

( f )

(g)

Section 64 - A general' rule or regulat4on made by a\Faculty Or by

Faculty Council is not effective or enforceable until a

copy thereof has.been sent to the Senate an the Senate

has givea approvil thereto,

65'- Any of the Faculties or the Faculty Coun1cil may advise the

President in any matter affecting the interests of the

bniversIty, whether academic or in relation to discipline,

but the powers and authority of the President are At
subject to.control by reason trieref.

I

Section.

011



IVII. Explanatory notes on the Powers and Dutie's as set out above

1.. One of the first tasks which the Commission setjetself was to

A
identify tVe formal powers and. duties of the Board, Seopte,

President and Faculties as delineated in\the Act since any

recommendation that the Commission might make to modify these

powers and ftties would require an amendment to the Act. This

the University cannot initiate unilaterally for, as we have

pointed out;'the Act governs the University of Britis ColUmbia
4

and Simon Fraser Universitywin addition -to our own. The
Isow-

excerpts from the.Act set out above make clear what these powers

and duties, ittRfact, are.

It is clear'from the Act in general and specifically from

.

/section 46( ) and section'52 that the residUal powers reset with,

the Board. In addition," the gvwers the Senate under section

56(0, (t1)

section 55).

3. We note that while the Board has the power (section 46(d)) to

appoint from its members .-Chairman, or when necessary, an0

o

'1

and '(p) are subject to veto by the Board. (see

Acting Chairman-, neither the, Senate nor the Faculties are given

such powers. The President, under the Adt, is the Chairman of

Senate and a Dean is Chairmatn of his Faculty%_ As 'result, it

_weuld appear that neither body can formally hold a meeting

without the Chairr4an of his-designate in tile7.ehair.

CI

A'

1r-

20 .
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e

Section.57(b) of the Act gives the. President the power. to call

meetings of any Faculty and; at his discretion, to call joint
_

meetings ,of any twci or mare Faculties, The only .powers given

by the Act to the Faculties in joint meeting are.to determine

'the method of election of members of Senate under section 23(j)

andMembexs-of Faculty Council under sacqz 25, BOard, Senate,
0

.

Facuity Council, and'. each iridiVidual Faculty are, given the,powef

to make rules and regulations.governing their proceedings
,

(Sections 46(a), 54(a), 61(a), 63(a)) but no dUch4provision

exists for-the Faculties in joint meeting.

11.

5, The Act in section 45(1):prpvidei that-1.1the Board shall "eets

often asisfte&essary to tranSact thesbusitess of the Board and.

in any event not less,o than.once every{ three months ",' No such

requirement:exiSts in-th6'Act for meetings of Senateil Faculty.

1Councir or the Faculties, Ss:Action 45(2) defihes.a quoruM for'

the Board', but the Othef hbdies may.determinetheir own querum..

We note that Seri4e has_thej)awer under section.54(b) to deterMine

which members of the teaching and administrative staffs shall he

:Members of each Faculty, It appears, therefore .that Senate

-cannot add,persons other than members of the teaching and 'l

administrative staffs to any Facultyy It isglot. Clear whether` a

.

Faculty has the power.to add to its membership persons.other than

of. the tedohing and administreeive staffs-, A question-members

coprceruttg- -the power of a Fapulty to so add would have to

deteTrmined by the Board (see section 52 of the Act),

f
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7. From time to time in the Act, the term "Lieutenant-Governor in

4

Counci s used. 1HIs means the Provincial Cabiiirafchiconducts

its business by -means of rders-in-Council which become effective

only when signed ly the Lieutenant-Governor.

ections 47, 50, and 51 illustratelthe control 'exercised by the

taw.,

P v ncial Government over the magnitude of the budget and

expenditures of the UntVersities,

. 4.' . ,
.9. We none that the Act makes no mention of Department Heads.or

.

=,-
Plairme , and the only responsibilily of a Dean is to `be !the

. A .

'Chairman of his Faculty"S_It ,clear that the many ,administrative
O

and academic responsibilities of these ofttcors of4he University

have deveroped as universities have increased in complexity,

VIII,

0

The Dual Role of the PresidenP

As we indicate4 earlier, the President is tht essential connection

betWeen Ille:Senate and the Bdard:of..Governors. He is the Chairman of Senate

and is a membex of the Board and is its chief executive officer, The

President therefore ig responsible both for the business and^fina ial

management of the University and for providing academic leadership and

giving direction to and supervision'of the academic work of the uniyersity

and of its teaching staff. We reiterate,,he President's role is a dual one

,-
which combines administrative performa ncewith academic leadership and

direFtion. Our past experience at this University makes it clear Oat a

President who.is unable to'fill both parts of this dual role faces major

.problerds. The Senate and Faculties will lose confidende in a Presidelit who

provides no acadethic-leadership'and fails to give firm academic direction.



A

AeeDetrd will losecOnfidencd in a President whose: conduct Of the affairs

of the University is organizatiOnally inefficient.

\.;

However, since the
'

Hniversity4Ws raisond!etre"is to pr&ide an environment where teaching

and ltapling, reseatCh.nd settolam,shil5 canes the President' must

altar ofzeffici&y in*"lever sacrifice these .gademic goals on the

buRiness management;:'

.

13.

IX... The Commission's

A

VieW of the

fn the foregoing we 'have set

; .

'Universities Act. The commiiSion

Present Aci
./

t

6\it.the essential ipovisions ofth(

is -convinced that the existing Act fides

in fact provide a satisfactory legal framework .t.o4 the gvvernance:Of this
o

Univers and'seeS ho reasOnto recommend that'the University press forJ-
amendments to its at this time We are convinced that our Unfersity can

be well and harmdniously go.;ned under the-present Act,, We are e4ually
.

A
,

. .

,

convinced that no Act 6an.be &rafted that will by itself provide good
4'

.govetnance without the

In

varimis

N"f
cooperation, of,all members of the University.,

readhingtheseCOnclusions,- the Commission took cognizance of

nevi cl.versitact$ in other Provinces and has concluded that at

,

the present time for. this .University none of these new acts offers

significant advantage ovelfr our own Act.

a
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2. ACADEMIC GOVE4NACE.
)

An Analysis of the Nature ofJiniversity Governance.

a

The' process of decision4taking thip,Universties is a complicated

one because-so many decisions'have major, implications for the.academiC,

t
. ,

areas.' It is customary in all universities to separate those areas of

activity which:have little 44, nOdireet impgctZton the academic functioning-.

of the university-and to use' .in these areaSTdecision'taking,processes
e 41*

similar tothosd fund in thg'bUsiness community: University.

these areas come urisi.dt the control of the pg'an of AdMi4istration".) The

-
. ,

y-,to-day decisioh taking process in the bdsiness world is often celled

hierarchical and involves An:assignment of responsibilities from above.
,. .

to designated individuals b4low, Typically, in hierarchiCal decision

N..
t

'taking there'may be only jimited amount of consultation with those

i

.t

affected by the decision, although in preslt day society those affected

Usually feel they -have a right to.know why *the:par.ticuiar decision has

a

been taIZev.

In academic areas, hierarchical decisiOn taking is normally not'

proceSs .which we shall:call"consultativeappropriate and instead

is_used. It Al important kto remember that the primary objectives of a

university/aretteachingresearch and scholarship, and in theseareaa

the,Membera of theteaching staff function in a professional capacity.

lAcisions in academic :areas, therefore, cannot g

must be made only after a process of profesAional

carried out by those actual3/4y involved in,

imposed from

consultation

e'
or affected by, the

1 -

above but

4

decisign. The.department has traditionally been th& unit within hicti

-1

-1

24



this contultation takes place because

of people with similar academic

it provides

backgroundS

a fairly small grouping

and'expextise, It is important

to note that a faculty member's "peer group"; namely the other professionals

4
*.

discip ,
provides the basic'controls whiCh are acceptable to him

when h functions in his professional

mem4ers- of his own and perhapS of re,lated departMents, together with other

Capacity His p6er group includes

professionals in his discipline at other institutions'. These-colleaguea

C46ide the AlmiV.ersityldo not nOrmally.'infiuence-him in.the performance

of eaching dUliekbut the'ir cipiniOpS are

evaluation of his scholarly and

of academic standards.

research

of paramount importance; in the

.
activities and in the maintenance

Within the University this.process'of ,4nsultation and disdusSion

prior, to the taking of-decisions extends into those academie areas which

are the ctli f concerns of the Faculties and Senate. 'This form of,decision

taking co-exists in the University with the more usual hierarchftal type of

decision taking. The major problem in academic governance is to achieve

a sattsfactory balance between these two forms of decision taking andto

ensure that all members

o

of the Universlty community -- faculty, staff

and students -- understand these types and know when each is appropriate.
-

.

It is almost In impossibility for an outsider to identify and

determine.those issues within the University which fall into tha

"consultative area ",, those in which decisions can be taken by the

l'hierarchicaPI process, and those in which' some appropriate combinatibris

of these two Tetehods must b;idsed. This same

/
difficulty

P
is:often very, 1 ,t, 4 ,

apparent in young institutions Where the number ,f experienced academics-
,

2h
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is not sufficient to provide the necessary backgroundoi`experiende

.0 to,

required 'to Make this complex svatem'wor. fox theSe reasons the
.

Commission is emphatic in: its opinion that,all academic admfiliarators,',

be the ,i5residents, devis dePartm-ent.heads. or chairm

r -
who have served their'aPprenticephip es,mem'Rets of

. .

.,

must be aCademics

teaching staff of

. ...-

a university. Only in, this way will an academii admini trator gain the

. ..

experience necessary for him to determine.wliich typd'or typez o decision-

tit taking processes are appropriate in any given.instance.

The essential featu4 ilthe'consUItativel'propess is hat every person'

, Involved has the right to present his views anthto-try to cdnvincehia

...cplleagues that his views should prevail. It.. is; clears that the discuss :on

iuylved may be very leugthy.since. the objective is to reach-a consensus'.

As the 0.ou. p increases in size and bec mes more diverse, it becomes
, 7

increasingly difficult fOr it to reach a consensus and the time taken by

(

discussion may be very greatA.ndeed. The groups involved, therefpre, must

beamall enough and siufficiently:homegeneous thatf6theyCan in fact function

as "communities of sefolars It would appear to the Commission that in.

niversity departments 'should. use the ,consuitative,:prtess inr.eaching

all decisions concerning academic matters of interest to the entire

department_ In department meetings therefore, the chief executive officer

of the'department should act as chairman andiencourage free and relatively

unstructured discussion in which he participates as- an equal on appropriate

academic issues. If departments are too large' or .too diverse in their

academic interests, then it will be neissary for them to meet in smaller

homogeneous groups so that this consultative prOcess 'may 2r0 on 'SIMilar
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considerations apply to Facul4es such as Education which do not have a

departmental structure. In the Faculty of Arts-andScience, the member-

ship is' so large and diverse that there are probably few issues where this.

/ '

consultative process in the form indicated above can be used.successfully,

and in our opinion, modifications are necessary.

We stress that the consultative process as outlined above is a procesg_

in which all points of view are exposed with the object of reaching a

consensus.' This process must not be Confused with the so-calla

"democratic process" where issues are voted upon, perhaps after only

limited discussion, and where the majority view kevails, is necessary

at this point to set-out clearly tim nature of the de"cision taking process

when.consultative.procedures Ore used. The Commission, becoMe.

appareAk later inthis report, takes the, view that academic administratOrs

to whom the President has delegated some:of his powers andduties:, must

reSponSible ultimately to the President for the decisions they take and)

the recommendations they make, regardless of whetier these decisions and

recommendations have been arrived at by use"of some form of the consultative

process or not. With this in mind, let us consider the - possible outcomes

of the consultative process:

(a) the group (department, committee or even faculty) may reach

..either a consensus or a substantial agreement on.the issue under discussion.

(b) The group may be seriously divided over-an issue..

,In each of these cases, the responsible academic administrator (R.A,A.)-has

certain alternatives open to him.' The diagram, below indicates possible,

outcomes of the'use, of the .consultative procesS7when if is used as a



method of assisting the person responsible in makinehis decision.

vst

respon-sible academic administrator

Consultative Process

rs

S4stantial
agreeme

. . 6,

Significant
spat

18,

R,A.A, implements.
consensus

R.A.A. goes against.the
consensus or refuses to
implement. it

R.A.A. makes decisiqp
(i) himself

R.A.A. seeks new_approa-
ches in an attempt, to
achieve a consensus

1'

R.A.A. postpones decision
or decides to take no .

.action

We stress- that outcome (a)(ii) in.which the responsible aced mic

administrator decidesto go against the substantial agreement reached by

his colleague should be considered most abnormal and would probably only
s

persons ivvolyed disagree on matters ofarise in those Cases where 'the

principle. In this case the academic administrator must give a. full

explanation'of the reasolll for his decision both ty his colleagues and

those to whom he himself is responsible.



In the event.that'outcoma(b).occurs, we recommend that wherevEr

possible (b)(ii) be followed, that is, the responsible academic'adminis-
,

trator should seek-Aew approaches.in an attempt to reach a consensus.

There will be many situations however wileye a decision must tqa reached,

and here the addinistrator is obligated to give due weight to all points

of view although-he need not go with thO majority. Here alsb, he must

inform his colleagues and those tp whom he is responsible about the

disagreement and give reasons for his decisions. It is important to

realize that-failure to achieve a consensus should not be taken as an

,

indication of lack of confidence.

II-. Responsibility and Accountability

The President, as chief executive officer of the University, is

responsible both to the Board for the total administration (bUsiness and

academic) of the Univergity and to the faculty and students for ensuring

that the intellectual climate Of tfie institution is one in which teaching,

learning, scholarship and research can flourish. T1 s is a very heavy

load of responsibility and he must, of necessity -delegate some of his

duties and powers, although in doing so he cannot relieve himself of.his

ultimate responsibility for the supervision and direction ofthe work and

peration of the University (see section 5t of the Act). It is clear,

therefore,-,that,persons or groups to whom the President has delegated some

0 .
A.

9

of his powers and duties, must of necessity be responsible to hid in this

VcOnnection. This reqponsibiliy may be direct as in the case. of a Dean or

may lie through a chain of one o more persons. For example:the head or

25
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chairman of a department is Ncsponsible to his Dean ancrthrough the Dealt,

the President,

The Commission is emphatic that all administrators within the
k 4

University (that is, all those who derive their powers from the President

and are responsible, either directly or through a chain, to him) must be

0 aware of the principal purpose efAhe university and discharge

responsibilities in a manner which>furthers its academic goals. ThiS

implies in particular that while the "business" affairf of the University

°should be:conducted efficiently, they must always be conducted in a manner

which support., the faculty and students in their common enterprise.

The Commission recognizes*-that because the consultation process is
A

the essential feature of muchaof academic decision taking, the P,esident

must delegate many of his responsibilities.in this area to sans,

..department heads and chairmen and to ,faculty committees. Onlyoby doing

this can. he ensure that the consultative process maybe used effectively
%,-

in areas where 'it is appropriate, becauSe it is clear that the Faculties

In joint meeting form too large and iehomogeneouS a group forthis process
1

to work, 'In later chapters of this report, we spell- out clearly. who in

our opinion, carries responsibility for designated aspects- ofthe

.governance of the University, its precise nature and to whom the individual.-

carrying the responsibility is. accountable. We also indicate some areas
. ,

in which each of the variods administrators must use the consultative

process.

There is a different area in which Deans Heads or Chairmen of
.

Departments, committees and individual faculty members-discharge their
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generalresponsibility to the University. This area is concerned with the

responsibilitity of individuals and groups to make recommendations dealing

witil a wide variety of academic and a4minisqrative matters, upon which

decisions are to be taken by others. There must be the presumption that

those making recommendations do so responsibly and with the best interests

= of the University and its students in mind, It is important to remember

that the making of a recommendation does not carry with itthe implication

that the recommendation will be accepte#(d. - (See section 65 of the Act.)

III. Conclusions and Ubsdrvations on Academic Governance

(a), It is t142 dlity of every member of faculty to participate.

responsibly. in yhe consultative process of decision taking, both within

his Department and by attendance
,

at Faculty meetings and by service on
-

, I

appropriate committees. If the members of,the teaching staff fail to
4 P

assume this responsibility; the decision taking pocess will inevitably

berome autocratic since decisions muct be made.

(b) It is the duty 'of every academic administrator to make full

use Of theeonsultative process whenever appropriate and to ensure that

. .

0 Fin this procep all appropriateAdiiiiduals and groups are involved in

the discussions.

.(c)tie have stressed.earlier the fact that all academic administrators

must be academics since only academics will have develpped.an understhnding

of the nature of academic decision faking and will have the ability to' -#

*igive leadership in academic matters to their colleagues. It. follows

that the academic environment must be sudh that administration is made
a

t
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attractive- foumembes of the teaching staff. If the sentiment in the

University As that administrators are-"Second class citizens" then?
*

inevitably only second class people will be prepared in the long rtili to

accept administrative responsibilities. The dichotimy between "we, the

,acuity" and 4they,.the administrators" must end if this University is

to be well-and.,parmoniously governed, Not all academics have either th

interest administrative resnonsibility but all
'v.

'academics must realize that acudtmtE administration is a legitimate and

proper activity for,academics. The academic clImate.an'd the promotional

.

in or capacity for

22.

and salary policies of this institution must be such that those who are

a

J

willing and able,to assume administrative responsibility are not penalized

for doing so. The Commission therefore recommends as follows:

z

RECOMMENDATION -.AG 1
4

That the promotional and salary policies'of this
University be such that/those who accept
administrative responsibilities should not be
penalized `far, doing so.

.41'

al

r

(d) It is important to recognize that the consultative process finds

its expression in two ways: in formal meetings where free and relatively

unstructured discussion takes place, and informally over coffee. This

informal consultation .among colleagues in the same or related departments

.'is essential and the accommodation provided for departments must,be of a

nature that facilitates this. If students are to be involved in the

consulta*ive process at the Departmental level, it is desirable for the1ro
University to provide'each Department with facilities Where the faculty
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0

and students can mingle informally. Only in this waywill the students
.

become able to step out of the "student" role and participate equally
. .

with faculty in discussions of matters which conat.en them. It is perhaps/
t /

,

timportant to note that the laioratory ofn provides an ehvironment wher
.. \

:. \
, .

*.

.senior and graduate. students vork with members of faculty in a setting.

Which permits a free exchange of ideas.

(e) We have pointed out That the process of decision taking within

a yaculty is essentially consultative and that this process requires a

relatively homogeneous'group. It follows that Facilities should if

polsible be Structured in such a way that the departments within each

Faculty have a common a demic philosophy' and comparable academlc goals
4 k

(f) At present, members of Senate come from the teaching staff

23.

the University, the -Deans the Convocation, the students and the gener

public. 'Their backgrounds are so vhried,that at Senate meetings the

consultative process does not seem to he'apgropriate except in those dregs-

which concern the relationships between tie University and the clommu

or where the basic issue is one of broad policy ra;her than dttail.

.

IV. Comments on the Current Situation at this University

ity,

During the last four or five years, it has become apparent teat there

have developed sharp divisions cif opinion within the University .f Victoria

over how academic decisions are made and-by which individuals or groups:

To add to our problems, we have had an extraordinarily high turnover rate.

in academic administrators. In the last five years, this University has

seen four individuals hold the office of President or Acting President,

jj

-4t

4.
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fiye appointments to,the .office of Dean or Acting Dean of Arts and Science,

t the offite 'of Dean of Fine. Arts, four to the office of Dean or

ACting Dean ofiEducation, xhree to'the.office of Dean or Acting Dean of

Graduate Studies and thiee to the office of Dean of Administration! Only

two 'heads ar.chairmen'of departments have held-office for more than five4

years and many departments have had several heads or acting-heads in this

.

period. At the present time, the President, the Vice-President, the, four

Deans of Faculties and the Dean of AdMinisttation have all beeh in office

less than a year This five'yearperiod,has also been one of significant
. ,

student dissatisfaction with universities.

Within the last 'two years,, two Presidents and the Board of Governors .

y have been censured by a.A.U.T. yhe University found it necessary to

appoint a special commission to study and report.upon itsIdecisions to
'

AP'
refuse tenure or reappointinent to 'three members of the teaching staff.

,

During this same five years period, it has becoMe,apparent that there

are very substantial differences in opinion amongand between teaching

staff and students as to the purpose of a university education and the *

goals-of the Univer

apparent in acad

ity. Of Victoria, and. wide variations have'becdmee /

is standards among the various. Faculties. and Departments,.

/
It is clear that many. faculty members have ceasedto participate

actively in Faculty and Faculty Associatin,meeti.ngs; There/is now great

) ,

reliT6ande on the part of many members of. faculty to serve on committees/
- *

1

of tile Facilities or Senate or to stand for election to various bodies
;,

within ths University. Coupled with this is a distrust of academic

administratoi's and, in ouropinion, a potentially disruptive predisposition
a

3 4



to use public media for exhaustive discussions of many internal UnWersity

problems. --Iniomecasesthe ongoing business bf:the University may havp

bee4 frustrated by an overly rigid application of Itules of Procedure in

the conductof meetings.

All of the above has caused,many members of faculty tooPwithdraw into

the narrow confines of their Departments and to devote themselves

exclusively to teaching, research and scholarship. As a result, we have

seen a major breakdown in the consultative process at the Faculty- and

/University-wide levels, and a partial breakdown of this processwithin

some.Departments.'

25.

.0

In the chapters ,that follow the Commission has attempted to set out

the powers, dutiesand responsibilities.of all,academic administrators

J,

o

and Senate, Hoard and Faculties as we believe they should'be interpreted

in the immediate future. In addition, we have in some cases made

recommendations concerning procedures to be used in taking decisions.'
0

It is the considered opinion of the Commission that the,governance.of..

this University will improve if, add only if,4a climate of trust.andt

mutual confidence can again become established and if all members of

faculty once again assume their full role of participation in the

consultative proces's which we feel is

University government.

. .

the keystone of successful'

.n
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3, THE DEPARTMENT CHAIRMAN

The Title of the Chief Executive Officer of an Academic Department

t,
At this University, the chief executive officer of a Department has

been known as either the 'Head" or the "Chairman". Early itvits deliber-
t

ti e

ations, the Commission became aware that many faculty- members felt that

t.)

there was a difference in the roles played by a Chairman and by a Head--.

For eXamEler some Dppartilents consider that their Chairman is required not

.only to consult them on all policy-matters but 'to implement without

exception the decisions reachedby the Department. In other cases, we

were told that while some departmental' colleagues felt tINt the Chairman

should in fact do the bidding of the Department, the Chairman himself felt

26,

that he wasunder no such obligation: There also appear to be some Heads

who feel that they are bound 'by the decisions of theirodepartments and

other Heads who feel otherwise, feel strongly qiIt this ambiguity

regarding the role of the, chief executive officer of a Department must be.

resolved since it leads inevitably to misunderstandings, and allows for

the possibility that the chtef-executive officer can avoid responsibility

by throwing the ous of making.difficult decisions on his department.

Since the title "Hear in North America carries :with it connotations of
o

paternalistic direction, autocratic decision making, and of .a dedication

k. to administration perhaps at the expense of research or even torching,,

the Commission recommends that the title CHAIRMAN be used consistently at

this University, Any choice of title for the chiefexecutive officer Of

- 4

a Department could be misunderstood. His role is clearly defined by his

,

duties an responsibilities, which are discussed in some detail in the

-3 6



:next section.-

RECOMMENDATION C 1

That the chief executive officer of every
Academic Department be known as the Chairman
of the Department. .

r.

II. Duties and Responsibilities of the Chairmanof an Academic Department

The office of DepartMent Chairman is,:in many_ways,.t& most

?important'of all'administrative positions in the University, a sense
(.\

the Chairman during. his tenure of office is both the serval and the

master of his departMental faculty colleagues, He must provide within.

the Department an atmosphere,in which effectiVe teaching,, scholarship

and research Can flourish; at the same.''time he-must administer the

general policies .(:f the University and:be responsible to the Dean for

theoperationof the Department

He must be the spokesman for hisDean and Ftesident tb his Depart-

mental colleagues and the spokesman for his colleagues to the Dean and

within the Faculty, the. University and the .comMunity. He must keep

his colleagues as clOselY and fully. inforMeda.he can of 'all UniVersity

decisions and policies which concern them and ofthe.reasons..for these

decisions and policies. In order that he may (lc; this; he himself must

'be kept informddabou.all these matters by his Dean, who is therefore

equally charged with responsibility to transmit such information to the

Chairmen in his Faculty along with 'specific instructions as to items

27.
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. ,

° which'are not to be further communicated and the precise reasons for

V

confidentiality.

The Commission considers that maximum use must:be made of the

,
consuitative.procesS at the Department level since it is here that the

.

'group is most homogeneoUs and is of reasonable size. We recommend a
..

procedure whereby full and relatively unstructured discussion by the
. .

Department as a whole of the issue in question will nordally take. place

before a decision is taken or a recommendation formulated:----Tais

procedure should be followed in considering all 'academic matters of

,intefIt to the Department as a whole whether the issues under disquasion

are raised by the Dean, the Chairman or by memberS of the Department.

It is clear that full use of this consultative process is time

consuMing. In spite.of thiS.the Commission believes that only by using.
-

the consultative process at this levekl Is it 'possible to give the average

member of faculty an oPPortunity to participate in the making of

Departmental, Faculty and University policy. in.its crucial formative stage,

In the light ofthe Chairman's responsibility to his 'Dean for the

present state and future prOgPects of his Department, the CoMmission has

deliberated on just what his.role in the decigion taking process ought to

be and has examined the practices in thiS connection at a number .of

Canadian universities. Wehave concluded that the most effective means

of ensuring that Pepartmental decisions and recommendations are in the.

best interests of the entire University, of students and faculty alike,

is to adopt at this University the substance of practice long established

at major Canadian institutibns, Idshort, it is the considered view of

Q 0t f



the CoMmission that the final responsibility for all decision& and

recommendations concerning the Department must bethe Chairman's He must

therefore only'Make decisions and forward recommendations which he supports,
:

i
.

although he ip obligated to nform2both: the Dean and his colleagues when
, L

his (the Chairman's) recommendation differs subatantiaily from that..

suggested by his. colleagues, It is understood that,in-reaching decisions

or recommendations, the Chairman must use Oonsultative.procedures whenever,
o

they are apprOpriate. We'summarize these concluSidna in the:following.

recommendation:

RECOMMENDATION C 2

That final responsibility for.all departmental .
decisions and .recommendations lies with the
Chairma4.1. of the bepartment:

In all cases of recommendations for:reappointMent, proMotion and

tenure,_phe Department as a whole shall have the right to deCide who the

Chairman must consult formally before his recommendations are forwarded to

the Dean.

in most Departments the, responsibilities of a Chairman are heavy and.

exacting, It is therpfore important that the duties and responsibilities

of. a Chairman be clearly stated and understood. To this end, the

Commission recdmmends'ihe following:

RECOMMENDATION C 3 '

That the Duties and Responsibilities of a Departmental
Chairman shall ipclude: 1

1. Academic direction of_a Department, which includes

.(a) recommendations concerning appointment,
appointment, promotion and tenure, study and
other forms of leave and salary increases;

.3i



(b) '.atsignMent ana're-sSt'gnment of academic
the Department, under the;,.

general guidelines,esitablished by

the University;

(c) leadership in planning the develcipment of

.the. Department; encouraging and facilitating

research aild scholaTship by'colleagtes,,
cuviCulum development'and innovation-in
to Ching and learning;

resolution of grfevancet and disciplinary
probleos invOlving his-colleagues;

(e) ,b.rranginkthrdughltregularly scheduled
Department meetings for full and free discussion,
of those academic matters of concern to Depart-
mental colleagues 'as such;

genatal oversight of .the .teaching anagrading
standards within.the Department. (This-is

necessary to 'protect' the students landaeademic
standard's of the .Uniyersity.).

it

Conduct.of relations with students, which includes
counsel' g,refereeing applicants for' graduate

work, fisting with jobplacement,-reviewing
perfo mance, and general oversight .of staff-student
relations within the Department.

. Aglministrative and. Budgetary dutiet which include

(a) the allocation of p;hysical resources. assigned
to the Depdl-tment (laboratory and office space,
etc.); A 1.

(b) preparation of the Department budget etktimates;

(c) administration of.tte approved budget;

) office management.(non-academic staff);,
togetherwith submissions on.ll these matters
(3a,b,c) to the Dean,4arid other appropriate

University-officers.

'4. Representa(ional functions within the University,
folexample relations with other Chairmen (includ-
ing service on Committees of Department Chairmen)
and with the Dean' and Facultyof Graduate Stildies (

5. COnduct of business with outside organizations, such
,

as other Universities, granting agencies and the like.

4 0 -



It is understood that many of tbe-above duties may bo delegated.by

the Chairman,.in whole or in part, to individuals or committees within

the Department: However,.figl responsibilityfor any decisions taken or

recommendatiOns sent forward rests with the Department Chairman, and it

1.
is he whd must provide the necessary leadership, guidance:and initiative.

In order that he mntgive academic leadekship to his.'clleagues, it

is essential that the,ChniEman have /a clear understanding of the nature

of the University and its academio objeCtives, ofthe goals of the Faculty

within the University and of the role played by his Department in- furth

It
ering these goals.-

31,

Endless difficuiti4 And conflicts are inevitable if the membersof
\).

each Department do not understand-clearly the Departmental goals and what

the'*Chairman is, attempting to accomplish withirithe Department. For

us

,example,'it may welfbe that the goals of a professional faculty such as
.

EdueatiOn differ greatly from those of. the Faculty of Arts and Science,
4

EVen within a faculty, one Departmentmay.be concerned principally with

Undergraduate
4

instruction while another may be heavily involVed in

graduate studies aild research. Somo.Departments may be predominantly

engaged in a service role teaching first and second year students-while

others may conotttrate largely on upper claAthen. Policies dealing with

.,..

tsalaries, criteria for promotion and'teaehing loads.as applied to each

D9pnrtment must reflect the role of that Department in the total Faculty

and University context.



RECOMMENDATION C 4

That periodically, a clear -statement of the
academic goals of the University, the Faculty
and the Department be formulated and made
known to\allironcerned and, that these goals
fdrm the foundation for future development df
the Department and the basis for its academic
direction.

r

32.

.

The recommendations that follow concerning the method of appointment

of a Chairman will emphasize"the academic goala otthe Department, since

they include a mechanism through which a review of each Department's
1

present performance and future plans will be made at regular intervals.

Term of Office of,the Department Cheirman

'Until retenily',.it' was norMal.practice in most'Catadian Universities

to appoint Had or Chairmen of:DepartMents for'an indefinite term the

pleasure of the Board of Governors". After the publication of theme

Duff-Berdahl report and,"at this University, the report of the Articulation

ComMittee, it became the policy here for Chairmen to be appointed for a
1

term (usually three yeaA). The arguments against an indefinite term of

appointment for Department Chairmen are familiar, and centre around the

inedvisabiIity:of any one person holding such a,Aosition for an indefinite

period with the consequent possibilities ofopaternalism, rigidity and

possible over-emphasis of one part of the Department's role. A further

disadvantage is that this type of appointment prevents the University from

k

terminating. "gracefully" an unfortunate One further change

has occurred in Universities in the last decade. There has been

vr"



grading of t rile of the academic administrator coupled with an increasing

basis for purposes of promotion on active research and scholarly
$

activities. The consequence has been that f6.1 academics are now prepared

to adcept a liptime role as an Administrator -- Department. Chairman, Dean

k

. and, even yresident. In fact, with many of our colleagues, administration

,4ts become a dirty word and all administrators are suspect.

The Commission feels ,sirongly that while term appantknents are

desirable for most academic administIators t h policy of three-year terms

adopted at this University is unsound. The administrative load of

. Department Chairmen and Deans has become heavy and complex in many case*,

and a three-year, term is too short for effi lent operation. In the Faculty

of Arts and Science as it now exists wi some nineteen departments, the

N
D n and the Proqdent wou ld be faced on average with the problem of

appointing or re-app ing six Chairmen each and every year. In our

University where the average age of faculty is approximately thirty-eight,

and with the preponderance of faculty therefdre young and in theprocess
i

of establishing their academic careers, it is very difficult to find

suitable internal candidates for senior administrative positions and

hence too frequent.turnover would create problems. Finally, we envisage

that the;appointment or re-appointment procedures f the Chairman provide

for an assessment of the Department and-we- believe that if-this asament

is to be meaningful it cannot be done every threeyears. At the same time,
0 4

it should probably be.done at intervals that are no longer than seven

years.. On balance, therefore, theCommission recommends as follows:

43
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RECOMMENDATION C 5

That Chairmen of Departments be appointed for
a specified term which normally will 5e five
years and that during this term, their
appointment shall be at the pleasure of the
Board of Governor,'

e A Chairman shall be"
eligible for reapp?intment, but only after
full selection procedures as indicated below
have been followed.

The Commission recoguiies tha.5,the--75 ice of Chairman of a DepartMent

involves time-consuwing and onerous duties which may well interfere with

the incumbent's research and scholarly activity, and feels this fact must

be recognized by the University. We have indicated earlier that4 in our

opinion academic-administrators must be drawn from the ranks of experienced

academics and therefore'suggest that in most cases the Chairman should 1.\

already` have senior academic ran.
11

IV: Procedures for the Selection of Department Chairmen

The Commission is the opinion thatitlie appointment prpcedures" for

Chairmen of Departments sh. ld involve in an integral way an appraisal of

the pr:sentsperformance and future plans of each Department. This periodic

appraisal will providean opportunity for the University to. assure itself

that the particular Department)under study is fulfilling its role in the

University. In particular, the University must be certain that students

electing a major or honours in that DepartMent are in fact Pbtaining a

degree whiCh-comparesAfavdurably with that',given'ar other Canadian

universities in the same discipline.

4 4
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We are also of the opinion that the choice of the Chairman must

invoivervvt only departmental but also Faculty and University-wide

considerations. While we reject the concept that the Chairman is chosen

by. the Department, we consider that 'the Department shduld play a major

role in his seleetion and that members of the Department should indiVid-'

ually and collectively have every opportunity to express their views both

as to' the type of person they would like to have as Chairman and as to

the suitability of individual candidates. (c.f. recommendation C 7

below),

,.. ,

The procedures we recommend for advising the President on the
As9

appointment of a Chairman of a Depaftment involve Tour steps:

(1) The appointment by the President of an Advisory COmmittee

well in advance of the end of the present Chairman's term

of office. (For details see Recommendation C 6).

A study by this Advisory Committee of the present state and

future prospects of the Department and a report..of,their

findings to the President,.

(iii) -A4,decision -taken in consultation with the President as td.

whether an internal or external appointment should be made,

-(iv) - The preparation of a short list of. candidates for submis on

to the President.
4

These procedures are embodied in the following riecommendations:
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RECOMMENDATION C 6

(a) That at least twelve moilths "before the end
of a Chairman's'term of office, the President
shall announce in the University Gazette the
end of the term of, the incumbent Chairman'and
the appointment-of an Advisory Committee to
study the present state and future prospects of
the Department and to advise him upon the
appointment of a Chairman.

(b) That the Chairman of the Advispry Committee
'normally be the Dean of.the Faculty and that'
the membership be as follows:
(i) two faculty members. from theOepartment

concerned;
(ii) two faculty members from the same fac

but from other departments, preferabl
those closely related to the department
concerned.

(iil, one member rwresenting the Faculty of
Graduate Studies chosen from a Faculty
other than the one in which the appoint-
ment is to be made.

(c) That the Dean Of the Faculty shall write to each
member of the- Department concerned asking fop the
submission of names for membership on the Committee
Should the department corporately agree upon some
or all of these nominations,' this: information.
should also be transmitted to the Dean. The

appointments to the Advisory Committee shall be
lmadd by the President in consultation,with 5he.
Dean of.the Faculty and the Dean of Graduat6
Studies after a review of these lists. If in
unusuar,circumstances the President considers it
'inappropriate or impossible to appoint members of
the Depart4ent tO'the'Committee, the number of
members appointed under (ii) or (iii) above may be
increased to a maximum of five, some of whom may be
from outside the' University. 7 a.

36.

The Commission considers that the Advisory Committee has two Main

,t
.

,

w

tasks, namely, to look critically at the Tresent state and futuv prospects

of the Departffient and to advise .the President on the appointment of the

Chairman of the Department. To these ends the Commission recommends as

follows:

46
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RECOMMENDATION C 7

That the Advisory Committee probeed as folloWs:

(a) The Chairman of the,Advisory Committee shall
write'to all members of the teaching staff of
the Department and to the Chairmen of related
Departments inviting them .td sulpit, in
writing, their.views on the present state and
future prospects of the Department and on
the desirability of seeking outside the
Depal,tment for a new Chairman. A similar
general invitation should also br extended
to students, both undergraduate and graduate,
within the Department. TheChairman pf the
COmmiApe shall ask respOndents to indicate
whetheY'they wish to have. their letters shown,
in confidence; to the members of thelAdvisory
=Committee and shall arrange one or more
meetings of the Advisory Committee with the
teaching staff of the Department.

(b) The Advisory Committee shall normally seeks
the advice of suitahly qualified eTtramural
consultants to assist it in reachijig its

conclusions concerning the preentistate and
future pro ects iof the Departmen The.- '
Advisory C ittee ahall report. 4indin&s,
to the. President.

(c) In consultation with the PresidOntrthe
Committee shall determ e whether

.or not an .

internal or external Anaidate /Should be'sought
and inform the Depar ent bfi this decision,.

.(d) The Advisory Committ e shall hen canvass the
Department for names of silitaile candidates and,
for externAlapandidates, adv tise the po8iion,
select a shot Ust and arra r esfor visits in
such a mannerthat members of the Department have
adequate opportunity to mee the visitors. This
procedure in no way preclud s the Department from
corpOra,tely agreeing upon ominees and submitting
their names to the Committ e.

.

) After' reviewing the.fiel o possible candidates,
the Committee shall make /its recommendations. to
the President.

le.
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4. DEANS AN THEIR FACULTIES 7-

I. The Structure of a Faculty

In attemptidg to analyze and set- out the powers and duties of the

Dean of a Faculty, the Commission became aware that the Dean of a Faculty

which has a departmental stricture has quite different duties from the

vo
.*

Dean of a Faculty where no such structure exists. At this University at

the moment, the,Faculties of Arts and Science and Fine,Arts have depart-

ments. The Faculty of Education has not. This situation could well be

a continuing one;,' Faculties offering professional programmes Irequently

are not organized on a departmental basis. It.i true that the Faculty

of Graduate"Studies has a departmental' structure but this is completely

different from that which exists in the Faculty of Arts andScience since

the budgetary provisions for graduate instruction arenot controlled; by

the Dean of Gkaduate Studies, Because Graduate Studies and its Dean play

a somewhat different role in the decision taking process; the follov4ng

,discussion will apply for the most part'Only to the other Faculties and

their Deans.

In our analysis of the powers and responsibilities of Department

Chairmen, it is clear that in the areas of appointment; reappointment,

promotion, tenure, the Departmental budget and the introduction of

curriculum revisions, the role of the Department Chairman is to bring

forward recommendations either to the Dean or to theFaculty. Final

decisions on,these recommenddtions are made by,one or more of the Board,

the Senate and the' President.' The Commission considers that one of the

principal dutief the Dean of a Faculty is-to screen recommendations
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from Chairmen of Departments in those areas where the ultimate responsibility

for decisions ties with the Prealdent ana/or the Board.) Similarly, the

----Commission considers that a principal role of a Faculty (and of the Dean

in his capacity as Chairman of the Faculty) is to screen recommendations

from Chairmen of Departments in those areas where the approval of Senate is

nvolved. The Commission feels that this supervisory role of the Dean and

the .Faculty, which provides an opportunity for dispassionate scrutiny in

a broader context of the Department Chairman's initial recommendations, is

an essential safeguardoto the students, the teaching staff and the

University.

In the F4culty of. Graduate Studies, .the Deanhas no responsibilities

in_the area of Departmental budgets .orin the areas of appointment,

reapp"ointment, promotion and tenure of faculty members, but as far as

graduate course offerings and programmes are concerned,-the Graduate.Faculty

and its Dean play the same supervisory and judicial role in- dealing with'

Departmental recommendations.as does any Facplty with a departmental

structure.

In the Faculty of Education at present, the situation is quite

different. This Faculty has no formal departmental structure although for

some purposes e& faculty is grouped into Divisions which are "discipline

oriented" and have chairmen. For other purposes, a different grouping:of

the faculty has proved to be more, convenient. The Commission recognizes

that there are strong arguments against tbe introduction of a formal

Departmental sfiucture within professiona1 Faculties such as Education and

Law, whereia principal objective of the Faculty is the training of

I

_
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professionals whose undergraduate education within -that Faculty consists of

a common core of .courses with quite limited possibilities for specialization.
0

On the other hand, because-7:4 this lack of departmental structure, the 4

Faculty and its Dean pl'ay a role which combines the roles played by
8

Department and its Chairman and A Faculty (departmentalized) and its Dean.

In particular, the supervisory and judicial step between the originator of

11

a recoM0endation and the President, Board or Senate which makes the final

decision,

sometimes

as,a Dean.

Department

is missing. Expressed somewhat differently, the Dean of Education

functigns as if he were a Depattment Chairman,--and at other times

When the Dean of Education is functioning as if he were a

Chairman,-then at the present time the. President must assume the

'supervisory and judicial duties that are normally carried by a Dean. , With

only one such Facultywithin the University, thi's addition to the respons -,

ibilities.of the President may be feasible; with more thari one,

difficulties me3k.well arise. However, as it is probable that

real'

the University,

as it develops, will move into other areas such as Law whose tole in

professional training is'similar to that of the present Faculty of Educatiold,

the Commission recommends:

...RECOMMENDATION D 1

That when the University develops to the point that
it is offering training in more than one professional
area, the University consider reorganizing its
administrative structure to ensure that there will
be a Rerson, other than the President, who occupies
the s4ervisory and. judicial position over the chief
executive officers of Faculties and Schools which
have no departmental structure.

I
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II. Duties and Responsibilities of the. Dean of a Faculty

As we have pointed out in the preceding, section, there are consider-

able differences in the duties and responsibilities of the Deans of the

various Faculties. The discussion which follows lists normal dutieS and

responsibilities of the Dean.of a Faculty with a departmental structure.

Modifications must be, made in these duties and responsikilities when

applied to the Deans of Education and Graduate Studies.

Section I of thiseChapter outlines'in-broad'terms some of the duties

and responsibilities of th Dean of a Faculty. Others are mentioned

implicitly in the Chapter dealing with Chairmen of Departments. To ensure

that all of the Deans duties and responsibilities are clearly Understood,

they are listed again, together with some additional ones, in the following

recommendation:

si

RECOMMENDATION D 2,

That the Duties and Responsibilities of a Dean
of a Faculty include:,
1. The chairmanship of his Faculty (section 26,

if
of Act).

2. Service ex officio as a membek'of Senite and
of the Faculty Council (section 23, 25 of the
Aft).

Academic direction of the Faculty, which
includes

(a) determination of the numbers of established
positions for faculty and staff in each
Department;

(b) the screening of Departmental recommendations
concerning appointment, reappointment,
promotion and tenure, study and other forms
of leave, and salary increases;

(c) general oversight of Departmental teaching
loads under the general policy guidelines
established by the University;



(d) leadership in planning the development
of pepartments and,inter-discipkinary
programmes within the Faculty, curricultim
development and innovation in teaching
and learning;

(e) assistance in the resolution of grievances ' -

icanddisciplinary problems involving members
of his Faculty;

(f) advice and counsel to Chairmen of Depart-
ments in connection with prOblems arising
An or between Departments of the Faculty;

(g) arranging, through regularly scheduled
meetings of Chairmen of Departments and of
his Faculty for _full and free discussion
of matters of Departmental, Faculty and
University concern in thd formative stages
of policy making and decision, taking and

.in this waye,serving as a channel of Upward
and downward communication (c..f. recommend-
ations regarding role.of Department Chairman);

(h) general oversight of the teaching and grading
standards athin the. Faculty.

4. Academic advising of students and approval of
student programmgiv

5. Administrative anti .budgetary duties which include
(a) appraisal of space needs of Departments in

. relation to their academic programmes and
the allocation; of physical resources assigned
to the Faculty;.

(b) preparation of the Faculty budget estimates
including determination of academic and
budgetary priorities within the Faculty with
special'attention to the possibilities of
inferdepartmental cooperation and the
development of areas of specialization;

(c) administration of the approved budget of the
Faculty and in particular deciding the budget

4 allocation of each Department within the
Faculty;

, together with submissions on all these matters
(5a,b,c)'to the President and other appropriate
University officers.

6To represent and speak for the laculty in various
councils*of the University, and, where appropriate
to advise the President on matters affecting. the
Faculty and the University generally.

7. To establish and maintain contacts with ,Deans and
University officials outside the institution in
order td further the interests of higher education.

52
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It is understood that many of the -above duties maybe delegated by
o

the. Dean, in whole dr in part, to individuals or committees within the

Faculty. However, final responsibility for their performance rests with

the Dean, and, it is he who must provide the necessary leadership, guidance

and initiative.

If ,the duties and responsibilities of. the Dean of a Faculty as listed

above in Recommendation Dv2 are compared with those of a Departmental

Chairman (see Recommendation,C 3), it will be noted that each officer

has many parallel duties, tse of the Dean beini carried out in a wider

context. It should, be clearly understood that in carrying out many of
.

ti

these duties, the Dean acts in the supervisory and judicial ;01e mentioned

earlier'. The need for a Clear,statement of the. role of the 'Faculty and

of the Departments within it has been mentioned In'the laeiAapter. To

stress its importance we make:

RECOMMENDATION D 3

That the statement of the academic goals of the
University, the Faculty and.the Departments,
(c.f: Recommendation C 4), form the foundation
for future development of the Faculty and the
basis for its, academic management.

43.

The Dean of aolarge Faculty may find it essential delegate some

of his duties and responsibilities to Associate or Assistant Deans. The

Commission has discussed at some length the question of whether or not

there is .a difference between the roles of an Assistant Dean and an

Associate Dean, and concluded that there appeared to be no clear



difference in fUnction in this University at the present, time, Assistant

and Associate Deans both.."speak with the voice of the Dean" and.their

44.

decision§ are as, binding as though they were made by the Dean hiMst/f
N's

within the areas of responsibility assigned to them. When an Associate" .

or Assistant Dean is assigned some of the duties and responsibilities of

the Dean, the Dean must make clear'to all concerAd the precise area of

responsibUitf which has been delegated. The finalretponsibility must

be carried ,by the Dean for the actions and decisions of his Assistant and

Associate Deans.

In considering the recommendations of Chairmen of Departments which,
1p

forM-the basis f rthe Dean's own recommendationg to the greaidvti the.

Dean,wiil not'of course act arbitrarily and autocratically,, -If he feels

it necessary to .reject or to modify the1/4-recommeridation of a Department

::,.phairman, he should discuss the situation. ith the Chairman concerned and

possible reach a meeting of minds. The Dean should explain to his

ChairMenthe ,reasons ,for hiss bUdgetary decisions and, .should proVide an

.opportunity for the Chairmen t.dexpress their views,. UoweVer, the ultimate

responsibility in thoe5-ns in%other mattersi, rests with the Dean.

In considering recommendations. regarding appOiptment, reappointment,

promotion and tenure which come forward to him froth the Chairman of

Departments, the Dean must formally seek the advice of advisory committees

whose composition and method of selection shall be determined by Ehea

Faculty as a whole. These committees advise the ean concerning these

Tatters, but the responsibility for the r mmendations made by,him to the

President rests.with the Dean alone.

t )



While ;lie-tetras of reference of

revision of.theTenure Dpcument, Ve discussed at some' length

the Commission do not inclUde a

k

of committees responsible fOF adVising Deans,On questions of appointment,
. .

the structure

reappointment, promotion and tenure. Fdranumber of reaaons, including

the possibility of conflict of'interest, the Commission feels that

(a), 'onlyctenueed members of faculty should advise the Dean.on

gtanting of tendre;-

(b) only Associate Professors and' Professors should advise, the

Dean on appoiptments and promotions-to the rank of Associate

Professor;
4

(c) on1TPtofessors should advise the Dean on appointments and

promotions tot the rank .of Professor.

The Commission recommends to the Faculties that they reconsider the

structure of their Committees advising the Dean on these matters in the

light of"the above. observations, and in particular. suggests that Faculties
- ,

consider the appointment or election'of a reasonably sized panel of tenured

members-of faculty, representative of all ranks and areas within the Faculty,

fromwhich suitable Committees could be constituted.

III. The Term of Office of a Dean

For the same felons as were indicated.earlier in out'discussion of

the term of a DepartMent Chairman, the Commission recommends as follows;

.

R4COMPITNDATION

ThatDeans of:Faculties normally be appointed for a
termOf five years and that during this term their.
appointMentS shallhe at the pleaSuie of the Board of
Governors: A Deanshall'be eligible for reappointment
but orilTaBter full seleCtion procedures asindicated
below have been followed.
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Iv. Appointment Prbeedures fdr Deans

rl The Commission recommends that, as in the appointment of Department

ChairMen, appointment procedures fOr Deans invOlve An an integral. way an
tr

assessment of the present state and desirable future direction of the

Faculty.

RECOMMENDATION D 5

That at least eighteen months before the end of
the term of office of the Dean of .a Faculty,
the president silalrannounce in the University
Gazette the end.of the term of the incumbent'
Dean dhd call upon the. University faculty for
submission of opinion on the pFesent administr-
ation and future Aevelopments of the Faculty. ,

In hig announcement, the President will normally
name the Chairman of the Committee which is to

advise him on the selection'of the Dean. The
'President shall invite submissidhs of opinion
on the present administration and future devel-
opment of the Faculty and shall require such
submiSsions from each Departmental Chairman
within the Faclilty and from other members of the
University at his discretion.' When these views
are expressed;in,wpiting, the President shall ask
whether respondents wish to have their letters,
shown in confidence to the Adxisory Committee..

46;
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'RECOMMENDATION D 6

That the Committee to advise the Prdisident on
the'seAction of a Dean of a Faculty shall be
-appointed,by the President who shall desigfiate
the Chairman. The number of its members shall
be at the President's discretion; but in
appointing the Committee the President shall
consider.

(a). the desirability of having representation
from those of various-ageS, ranks and
disciplines

(b) the normal desirability of having a
majority of the Committee drawn frO the
Faculty concerned;

(c) the normal desirability of having;
representation4from a closely-related,
Faculty and from the Faculty of Graduate
Stidies;

(d) the normal' desirability of including at
least two members elected by the Faculty
concerned in order to .further facilitate
the admission of faculty opinions and view-
points to the Committee's deliberations in
this important and sensitive area of
University business.

Advisers from outside the Uniersity.may be appointed
either as members of the Committee or as consultants
to the Committee.

RECOMMENDATION D 7

That, taking into consideration the views expressed
in the submissio to the President regarding the
present administr tion and future development of the
Faculty, the Advisory Committee shall
(a) arrive at its own- conclusions concerning the

`desirable future development of the Faculty;
(b) review the field of.potential candidates having 1

regard to the type of person-most likely to meet
requirements suggested by these concluSions;

(c) meet the candidates as required; and .,,r'

(d) make appropriate recommendations to the President.

5



Since the Dean will always have an academic appointment, which will

normally be that of Professor, the Committee must give due consideration

to the candidate's academic qualifications and experience.
L.

It will be noted that the Commission i of the view that the

appointment of a Dean of a Faculty.is a matter of concern to the University

as a whole. The. Commission also feels that the President must play a

major role in the selection of a Dean since all Deans of necessity work

closely wtr1 tl Presidtnt and, are his principal advisers on academic

matters. The Commission also feels that normally, because of possible

'conflicts Of interest, the Dean should not at the game time be Chairman

of a Department.

V. Terms of,Office and Appointment Procedures for Assistant
and Associate Deans--

We observed earlier that a Dban may'find Lt necessary to delegate a

part of his responsibilities to Assistant and/or Associate Deans. Such

appointments may in addition be desirable for quite different reasons.

We havd pointed out earlier that all academic administratort must them-.

selves be academics and have stressed the need for making administration

a viable role for those academics with an interest in ancPcapacity for it.

Only by engaging in admini ration can an academic determine whether or

not he should move into s area, and only by observing how an academic

handles, himself in an administrative role can the University assess his

potential abilities in this area. Appointments to these posts, therefore?

r,

should normally be on a part-time basis and should be for a fairly short

.58
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or-
term with the option of renewal. Furthermore, the appointment should.

normally be made from within the Faculty. Appointment procedures,

)

therefore should be relatively simple. We therefore recommend as follows :-

RECOMMENDATION D 8

(a) That Assistant and Asgociate Deans should
'normally be appointed on.a part-time basis
for a one-year term, with the option of
renewal.

(b) That the Dean be responSible for .recommending
the appointment or reappointment of Assistant
and Associate Deans after consultation with
senior colleagues and the President. (In
Faculties with a departmental structure, the
Dean would normally consult with the Committee
of Chairmen of Departments.)

VI.. The Role of the 'Faculty

The Universities Act (section 63(c), (e) and (f)) identifies the
A

,primary areas of responsibility of a FaCulty,.namely: to consider the

courses of study offered in the Faculty, to determine which ogothem are

appropriate and to recommend to Senatp in this connection; to control the _)

examination procedures within the Faculty and to determine t e results of

these examinations,:inthis case subject to an appeal to the Senate, and

to-d cide uponapplitations and memorials by students and others. Finally

( section 54(1)) the Facvltieg'have the right fo be heard by Senate upon

all matters which affect their Facu],ties.
o

There is an additional most important functiori of a.Feculty meeting

assembled :. such meetings should provide an opportunity for the use of the

consVItativeprocess by permitting reasonably unstructured discussion of

4



all appropriate matters whicl are of concern to the Faculty, and thit's

should be a source Of two -way communication between the Idan and his

faculty colleagues, The Commission is emphatic that the Dean should use

50c,

the meetings of his Faculty as one method of assessing faculty opinion on

academic matters, and 'should as' early as possible in the decision-taking

process within'the University make full use of the consultative process

to. inform his colleagues of a variety of acaddihic plans and procedures wid
o

to solicit their opinions concerning them while these are in the formatiire

stage.

In order,that Faculty meetings may function in the manner indicated,

the Commission recommends as follows:.

RECOMMENDATION D 9

That the rubs and regulations governing the
proceedings of.Faculty meetings be sufficiently
flexible to perthit

(a) the Dean to function as-a leader of
discussion and debate and not solely as
a neutral arbiter.2

(b) thoeDean to use the meetings of his
Faculty as one method of assessing
faculty opinion on academic, matters early
in the decision taking process while policy
is still in the formative stages,

1.

o
The Commissiori is concerned about a withdrawal of members of faculty

during,the last few years from p'articipation in Faculty meetings,

Attendance at meetings in the Faculty of Arts and Science in particuliar has

been very low indeed and we suggest the following as possible ways in which

to remedy this 'situation: '

GO



RECOMMENDATIO1 'D 10

That meetings of the Faculties be held at times
during the teaching week which v4l encourage,
increased'atte dance; that if necessary the
academic timet bre be restructured to permit
Faculty meehn s at. more attractive times.

RECOMMENDATION D 11

That the quorum t Faculty meetings be increased,

o

As we have observed earlier a principal duty of a Faculty is the

consideration of new and revised .nurses of study within the Faculty.

Present practice is that such curr culum revisions,, which originate witji

departments; are considered by a.Cu riculum Committee.' This RaMmittee

considers these curriculum matters fot the most par only from the academic

5 .

point of view.. The Commission is-ef ehe opinion that it is at this stage

that a careful scrutiny. of the financial implications of proposed curriculum

changes be made. Such a/scrutiny can only be carried out within the frame-

ka

work of Departmental and Faculty budget estimates, and,ke. therefore

recommend:

4

RECOMMENDATION D 12

That'new courses an&curriculum changes which
involve budgetary considerations normally be
considered by.,the iaculties at least eiihtee14-
months. before the beginning of the session. in
which it is Proposed that these courses Or,41,:
curriculum changet become effective; and that
recommendations to.Senate from the.Facultiessi,
regarding such new courses and changes be



accompanied by an analysis of the.financial
implicationsifrom the Dean of the Faculty
in order that Senate may 'come to .a reasonable
decision.regdfding priorities (it is the view
of the Commission that while °'the Senate does
not make decisions rtgarding the financing of
ilew courses and programmes there is every 1

reason for Senate to be aware of and take into
account the. financial implications of its
recommendations,)

52.

RECOMMENDATION D 13

That the Curriculum Committees of Faculties',
as part:of theirlterms of reference, consider
not only new courses and programmes but also
review at frequent intervals overall degree
and programme requirements.
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THE. StIATE

The Act makes it quite clear that the powers of Senate as /decision

taking body,,` while significant, are tot'unconStrained; most of its acts

requite the approval of the Board of Governors or are subject to vto by
o

the Board under section 55. In spite,of this the Commission feels that

the role of Senate in the governance of the University is a crucial one

The University is dedicated to the advancement ,- preservation and trans-

missien of knowledge, and-a principal funCtion of Senate should be to-

ensure,that this dedication is'maintained, and protected bothofrom!

partisan'empire building by,Departments and Faculties on the one hand and

.t

from an overeMphasis on material or. "efficiency" considerations on the

other. Only when Senate responsibly carries out:its powers and duties_.

and works harmoniously wfth the President can the system of governance

set up under the Act work smoothly and efficiently. The President must

53.

have the support and cooperation of Senate if he is to carry put successfully

his dual role of Chief Executive. Officer and academic leader; while

proposals of Senate which'require approval by; the Board of Governors ill

only be implemented if they have the full support of the President.

I. The Composition of the Senate

Section 23 of the Universities Act lays down the general composition

Of the Senates of each of the public universities in the Province. At

the University-of Victoria at the moment the Senate consists of 38 people

as follows: The Chancellpr; the Presiaent;.the Deans. of the Faculties of

. 4
' Arta and Science, Education:Fine Arts and Graduate Studies; pean.of

(
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Administration; the Librarian; one member of each Facglty electqd by the

members of thdt Faculty; four members appointed by:the Lieutenant-Governor
4 4

in Council; six members elected by Convocation from the members thereof

who are not membets of the Faculties; two under - graduates, elected by the

members'of the Alma Mater Society; one graduate student elected by. the.

Graduate. Students Society; and thirteen members'elected by the Faculties

jointly.

A,
In summarythen,.of the thirty-eight members of the Senate., twenty-

four.are eit er officers of the University or members elected by'facultY,

four are amp nted by the Provincial Cabinet, six are elected by Convocation

and three are students. The size of ,Sete will depend upon four'things,

namely

(1) the number of ,Faculeies;

the number of Deans other than Deans ofaFaculties which Senate.
. .

chooses to add to its membership;

(3) the number of members electei frail Convocation, which may vary

from `6 to 15 as determined by the Senate itself;

4) the -numb f persons elected by "societieS,,groups or

. organizations" under section 23(i) of the Act:-

- For'every person added to Senate under (3) or (4) above, the Act

provides that an additional person must be elected by'the Faculties jointly.
+44

Student representation on Senate arises under section 23(i); Senate having

stated that in its opinion the. Alma Mater Society and Graduate Student

Society are societies "which contibute in a signif4ant way,to the

economic and cultural welfare of the Province." Section 23(j) ensures
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that no Tatter how many members of Senate are elected by Convocation and

no matter how many members are added to Senate under section 23(i), the

elected members of Senate from the faculty will always exceed the

"non-faculty" members,

Elsewhere, the Commissiri-has recommended the appointment of a Dean

of Inter7faculty Affairs,-. one- of whose.Principal reaponsibilities.is

academic planning and development. If this recommendation is implemented,

the Commission would expect that he woulA4e gLyen a seat on Senate. If

in the future, other Deans are appointed who are not entitled to membership

under section 23(c), the Commission feels that they shout' be,Seated on

Senate under section 23(d).

Representations have been made to the Commission to the effect that

Senate should use section 23(1) to permit the election to Senate of

representatives of the. Administrative-,Professional, Specialist-Instructional

and Unionized-staffs of'the University. The Comth4sion appreciates the

interest and concern in the University which motivates these proposals,

but takes the view that representation from these groups would not directly

assist Senate in its primary function which.is to deal with academic

matters.

The Commission also considered suggestions that Senate should increase

the number of members ej cted by Convocation. We recognize the desirability

of strengthening the presentation on Senate from this group, but are

Conscious of the fact that every addition to Senate from Convocation

requires the addition of another member elected by the. Faculties jointly,
, e

W believe that if Senate is to function effectively as a decision-taking

(
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body, it must not become too large. On.balance, therefore, we recommend

a
to Senate as follows:

RECOMMENDATION S 1

(a) That Senate not increase its membership
under section 230.1.

(b) That Senate increase the number of-its
Members elected froth Convocation by_twcY.

(c) That Senate request the Lieutenant.
Governor in CounCil: to make his appoint-
ments to Senate in such 'a way as to
ensure tha,k the representation Of the-

.

outside community on Senate'be as brOad
as possible.

The CoMmissiOn feels it most important, to point out that under

section 16 of-the Act, Senate-elects three of its members to the Board

of Governors` and section 20(d) that "other than tTreSidento any

appointee of the Board who receives remuneration from the University" is

not eligible to a member f the Board. Therefore, if perEons elected to

Senate under section 23(h) and (i) are appointees of.the Board who receive

remuneration from thelUniversity, then they are not eligible for election

to the Board from Senate. In consequence, .Senate's choice of possible

candidates for electiOn to the Board can be severely reduced and mnight

even be restricted-to those four members appointed by the Lieutenant-

Governor in Council.

6 G



II, The Mode of Operation of the Senate

The Commission believes that,it,is in the area of Senate's operation

that the grkatest need for the passibility for improvement lie,. It has

.heard frequentexpresSions of concern that Senate makes too few lasting

decisions, that it too often .seems incapable of coming to any decision at

all, that it. commissions reports from Committees. only to spend interminable

'hours going over the background for such recoMM9 dations rather than

focusing on the recommendations themselves: On the other hand, here are

allegations that Senate acts as a rubber stamp for the Faculties n ihe

sense that it may authorizematters with.perfunctory if any. scrutiny

while insisting on referring matters which perhaps belong properly to

Senate back to the' Faculties,. There is criticism too that Senate,seems- 7

to have produced little if anythirtg ksubstance over the years, that'

initiates remarkably little in the way.of innovative programmes or new

directions for the UniVersity, although as the institution's supreme

. cp

"TNademic body it muwehave the right, indeed the responsibility, to

design the,academic future. TI lay members of Senate have been

criticized for aot being consistently effective or even consistently

interesped in the proceedings of Senate. On the other hand strong

repreqentationq*have been made to this Commission that the lay members of

Senate feel like "secondclaas citizens" in that since they are' not.

members of faculty therefore do notbelong to the "Club". They are

frustrated by the domination of debate and discussion by the academic

membep of Senate. There is a.considerable -body of opinion to the effect

that Senate must becOme les6 a debating ground for members.of the faulty.

6
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and more attuned to other voices both inside the University and-without..
. .-

. .

The Commission is perquaded that the best interests of the University, will

be most effectively served if .Senate. so conducts its business that wider

interest and involvement in the academic programmes, policies and
a

priorities of the institution is,encouraged in all the interested groups
.

,

represented on enate: thellmni and citizen taxpayers, the students and

.- ..

the academic staff.. The ammissiOn is emphatic, therefore, that no,person

should consent, to stand for election or accep Appointment to Senate unless,

i
he is able, and yflling'to-attend:its meetings regularly and to assume such

other 'responSibilities cas may be assigned to him by Senate. In addition,

if a member of Senate finds '. hithself unableto attend Senate meetings

regularly,: We Commission suggests that he should offer his. resignation

So that'he may be.replaced as laid doWn in section 24 of the Act:,

These criticisms may be overdrawn, but they do appear, toeflect

some genuine grounds for unhappinessand dissatisfaCtion with Senate's

performance; Towards the furtherance of a more effective. enate, the

Commission makes the recommendations which follow.

The most'serious criticisms which have been made to the Commission

regarding the Senate center around the manner in which it conducts its

business,. We are told that much time is spent on unnecessary discussion

.of trivia and that matters are preserld to Sen4te "cold" in some cases

without the necessary organization and preliminary staff work'hav'ing been

8

done. We pointed out earlier that on many issues which come before

A

Senate it'will be necessary for Senate.to rely on the Faculties or on --

Senate Committees for advice and recomMendations, since Senate as a whole

6F



is not sufficiently expert and homogeneOus'to:discuss de novo these issues.

On the other hand, there are many matters of broad Univerkity policy on

which a full discussion is essential. In an attempt to improve the way

in which the business of Senate is handled we recommend as follows:

RECOMMENDATION S 2

That Senate amend its present rules and
procedures by setting up "a standing
committee to be known as the Agenda
Committee whose function would be to
prepare the agenda for all meetings of
Senate and to take the necessary steps
to ensure that all items to be brought
before Senate are in, a form suitable for
presentation 'and possible action hy
Senate. In particular this Committee
should formulate suitable recommendations
and motions for Senate's consideration.

59.

The intent of Recommendation S 2 should not be misunderstodd,

are not recommending that the 4genda Committee ustitp the powers of Senate

nor that Senate's opportunity for meaningful debate and discussion be in

any way limited. We are convinced however, that a great deal of Senate's

times taken up in attempts to formulate appropriate motions and isolate

the essential issues around which debate should centre.. We are convinced

that:On many Issues_ a carekul,formulation of recommendations All enable
.

Senate to dispose rapidly of many routine items on 'ts agenda and permit

it to devote more attention to a consideration oi'b oad issues of academic



RECOMMENDATION S 3

That the Agenda Committee initially consist
of the President as Chairman, two academic
deans (Selected by the President), and two
additional members of Senate (elected by
Senate), with the Secretary of Sehate serving
as secre ary of the Committee.

-0

60.

The Commission has noted that the duties and responsibilities of

the Registrar are very heavy indeed. The Act states in section 66 that

"there shall be a Registrar, who shall kbep Such records and perform
of

1.1.such other duties as. the Board or.Seriate may require. He. is the Secretary

of ConvOcation, the Senate, the Faculty council', and of each of the

Faculties, but has no right to vote as such." ln.addition to his duties

as Secretary he manages an elaborate record keeping and data processing

operation. fn order to provide Senate and its committees-with the

secretarial and staff support that is provided to the Board of 'Governors

through its Secretary, the Commission recommends as fellmAs:-

RECOMMENDATION .S. 4

That adequate staff, be provided to the.
Registrar in order that by delegation'of
some of his responsibilities. or otherwise,
the same high level of secretarial and
staff support'may be provided for Senate
and its Committees as presently exj:sts
for the.Board of Governors and its
Committees.

.70
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It is neither' possible nor desirable that membership in Senate

Committees be restricted to Senate members alone. However, the C mmission

feels that in'all cases the Chairmen of Senate Committees should be members

of Senate and should be appointed by Senate at the time. the Committee is

established.. Secretarial and, when necessary, research support for
$.

Senate Committees should be providd',

In order to ensure that each Committee of Senate has full knowledge

of the intent of Senate and that Senate be fully informed of the reasons

behind the Committee's recommendations), the:Commission-recommends as

folLoWs:

RECOMMENDATION S 5

That normally a member of Senate named by
Senate, he the Chairman of each Committee
of. Senate.

.

As we have pointed out earlier,- the President has a 'dual role in

the University, He must manage the affairs of the University and give,

leadership to itlin academic matters. The Commission is convinced 'that.

one of the important ways in which the President can exercise his academiC

leader'ship is as Chairman of Senate, In this role in our opinion he

should serve not merely as a passive arbiter of-Senate debatt but

should bean active participant in therft Thus we advanCe the following:



RECMDIFINDATION S 6

That the President inhis capacity as )
Chairman of Senate exercise an active
leadership role in its debates, since
hp has the ultimate responsibility for
carrying forward, explaininti and
supporting to the Board of Governors
the policies formuIated"by Senate and
must therefore have a substantialvoice
in their formulation.

.Ir

Finally, in order

of Senate to make their

62.

e it possible for the?"non-faculty" members

full' contribution to the. Senate, the Commission

suggests that, periodically, informal meetings of these Senators be held

at which questions'can be asked and answd regarding the operation and

business of Senate and f the University generally. In order that persons

considering election or appointment tohe.Se to may be as fully informed

as possible concerning their responsibilities on Senate, the Commission

recommends as follows:

RECOMMENDATION S 7

That the ecretary of Senate be charged
with'th esponsibility of preparing an
information sheet listing the duties,
and responsibilities of the Senate and
describing its functions, and that this
sheet be circulated with nomination
papers and given to the Lieutenant-
Governor in Council.

S
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III,. The Role of SenateSn Establishing Academic Priorities

During the past twenty-five years, universit es all over the world
t

have ey riencQd a period of incredibly rapid grower development. It

I now p pyappear that there he an even more traumatic period of Contraction
_9

and consolidation at ad, One thing is completely clear: universities'do

...\44t,
4,

face both intern ondexternal pressures for change.which will force a
.

,-.1.4
,

continuous reassessment-of their goals and priorities. In the relatively

#static situation that existed'pripr to World War II, university enrolments

remained almost constant, curricula seldom changed and there was virtually

Nft.

no public pressure for the introducticip of new programs. In such a static

situation, there was little, if any, need for interaction between Boards

of Governors and Senates. At the present time it is clear that there will

be a long period of continued academic change4which will demand that

universities carry on an almost continuou4 process of self-evaluatio*

which will involve careful scrutiny, of aeademic goals and priorities. At

this University, both the Senate and the Board of Governors must be

involved in this process.

To a large degree, all academic planning and the determination of

academic'priorities involves, in an integral way, financial and budgetary

considerations: To exercise its proper responsibilities under the Act in

,---J
recommending and approving changes in the academic programme Senate-must

be aware of the financial implications of-its recommendations, Poi- ex ple,

if Senate recommends to the Board the desirability of, the establishment

of a new Programme of studies, it needs to know whether or not the

a'

introduction of this new programme will seriously affect other programmes

if

4,,



alieady established, for only with this knowledge cane it decide-whether

the new programme has such high priority is to warrant the posSiblek,
, -

-resultant-changes, BecauSe the President is responsible. for prelfartug

a budget for submis-sion_ to the Board, the Commission suggests that the

President consult the Senate in the early stages1Df budget fetmatkon when-

A
budget estimates are being prepared for submissiOn to the Board and ,

ultimately to the. Provincial GOvernment, in order that he may be aware

of S'enate's priorities: After the University's grant from the Government

is known, the President should again consult with Senate before the

finalcaltocation.of the budget is established in order that Senate Tay see

how their priorities are being affected, The Commission therefore makes

the following recommendation:

'RECOMMENDATION S 8

That the President consult in appropriate
ways with the Senate both during the
preparation of budget estimates and before
the final b.udg4 allocations are established
after,the grant has been received.

V

64.

We stress that the purpose'of-Recommendation S 8 is to provide the

Senate with essential informaticin to enable it intelligently to engage

in academic planning and the determination of priorities, Consultation

with the Senate about the budget in no way relieves

the Board of their responsibilities in this Area.

To further the essential cooperation which must exist from now, on-

the President and

between the Senate and the Board, we furthet recommend:.
VD,
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RECOMMENDATIONS 9

That there be regular informal informatioa41'
joint sessions of the Senate and the Board of
Gover ors, These sessions. should be held at
east once a year and should: be meetings

rather than social events.:' An agenda should
be circulated in advance it order that
discussion will be structured, rather than
impromptu,

RECOMMENDATION S 10

That the members of.Senate elected by it to
serve on the Board of GOvernorss, together
with thee. Presihent, report regularly to
Senate on those matters which concern it
which have arisen within the context of the.
Board of Governors, and that the annual

_report:of thejkBoard of Governors to the
Lieutenant,GaVernor.in Council, asrequired
under section 50 of the Act, a copy of which
is transmitted to Senate, be made the
occasion of a discussion by Senate of the
present state and future prospects of the
University,

7 tr.;
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6, THE BOA tD OF GOVERNORS

As we have pointed out in our analysis of the Universities Act, the

Board of Governors, except in the 'strictly academic areas, is ultimately

responsible for the running of the University. Section 50 of the Act,

which requires that the Board annually-SUbmit -to the Lieutenant-Governor

in Council a balance sheet, statement of expenditure and revenue and such

.other particulars as the Lieutenant-Governor in Council may from, time to

time require, makes clear that ultimately the Board is responsible to the

Government of the. Province. We stress again that in spite of the foregoing

the Board's role, except in the most abnormal situations, must in general

be one of broad oversight of the affairs of the University.

It is the view of the Commission that a principal, role of the Board

should be in the area 'of the determination of broad policy issues especially

those involving budgetary problems and priorities, and relations with the
C.

Government of the Province and the community. The Board should, while
JO

providing the President with the necessary support and counsel, leave the

detailed administration of the University to him. In other words, the

function of the Board should not be-to govern the University but to see

that the University is well governed.' From t'his, several conclqsions follow.

It is clear that Board and President must work together in an environmentO
.

of reciproaal.confidence. Should any development lead to a lessening of

o.this confidence then the result may be that the Board will become actively

involved in the management of the University. One obvious cbnclusion to

be drawn from this generalization is'that actions by faculty suggesting

that significant sections of it are challengifig the legitimacy or validity
. 1P
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of the recommendations of the President to the Board invite the Board to

participate actively in the detailed management of, the University, The

President then, in order that he funotion effectively, needs the support

of both faculty and Board,

The question of faculty participation at the Board of Governors

level has been carefully considered by the CoMmission. Under the present

'Act, no member of faculty or of the administrative staff can be a member

of the Board (see section 20(1)(d)). It has been smpggested that members

of faculty, appropriately elected or appointed, might sit as observers

or as non - voting participants at Board meetings, and that the University

should press for a _revision of the Act to permit faculty to have full

67..

status as Board members. In the preceding parayraph, we have stated the

Commission's view of the role f the Board, namely, that it should provide

general oversight of the,affa rs of the University, but should,not be

directly imvolved in its management, ,a

The Commission has concluded with reference, to the first proposal that

having Members of/"faculty regularly present as non - voting participants

during Board meetings in any role than as full members of the Board
.

would involve ceding to them a degree of authority or influence without

any commensurate,±reponsibility and that' the suggestion got.be pursued.

If faculty were to sit at Board meetings as observers iith responsibility

to report backAto faculty on Board decisions and actions then this

reporting function could he better accomplished by making Board meetings

open to the public. This last is, ina..Commission's opinion, undesirable

for reasons we shig11 set out later. The Commission has reflected'at'length
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on the question of whether or not there should be faculty representation

on thq Board and recognize the case to bemade both for and against this.

Our review has not revealed that this institutional practice is either

the panacea or the road to disaster which some have held it to be

However, one major consideration.has dominated our thinking dn this issue,

We are convinced thatfaculty participation on the Board of GOvernors will

inevitably lead to a 'Wiling upward" to the Board level of decisions

which'in our view should be a proper responsibility of the Senate

President and Faculties, The Commission therefore recommends as-follows:

RECOMMENDATION G .1

That facuri3'not sit as., observers or non-
voting participants at meetings of the
Board of Governors.

In the course of its deliberations, the Commission made-.a detfiled

study of the nature of items appearing on Board ag6a. _In general these

"items fall into four main categorieSwhich are:

(P) ROutine approval of a variety ,of matters largely:concernedwith

the
%
Thous.keepi y..ng" aspect of the:administration of the Universit

(2) .114coommendations regarding individual members of the teaching

(3)

staff or other employees -- appointments, promotion, salary

jecisions, granting of tenure, leaVeaYience etc.

Items upon which the President is seeking- the advice and.
, 7

counsel of the Board members'4 their capacity as representatives,

of the public or as the iboup ultimately responsible to the

78
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GoVernment for the administration of the University. These
.

issues may ariAe either from a formal recommendation by"he
President, or be brought forward by. the President to the Board

in the format stases of policy making.

(4) Items raised by members of the Board upon which the President

is asked to express an opinion or take some action.

It is in these last two areas (3 and 4uabove), as the Commission has

indicted earlier, that the Board should play its major role whph is to

0 provide the President with support and counsel, in the determina ion of

matters of policy.

If meetings of the Board were open to the public and the press,

items under (2) above would necessarily be considered in camera and the

debate and discussion 'essential for those items listed under (3) and (4)

above would either have to precede the formal Board meetings or, take place

, .

in camera, since many items discussed may never be implemented and the

Board cannot be put in the position -of pUblicly disagreeing with the

President. In any event, decisions by pie Board on matters of general

interest are, and should continue. to be,.made4public by means of the

Gaette, The Commission therefore recommends. as follows:

69.

RECOMMENDATION G 2 ,

That meetings of the Board of Governors be not open.

79



We indicated earlier that,the Board should provide the President

with support and counsel andshould be invoiVed in the determination of

broad policy issues. 'Another important role of the Board4s to interpret

the community to the University and the University to theHcOmMnnity and

to the Government of the Province. The BOard of Governors can:.cairy out,

these responsibilities only if it has a broad knowledge and understanding

of the University: its programs and their strengths and weaknesses, its

plans for the future and its priorities. Of course, in the last analysis,

the President must be responsible for bringing forward to the Board

recommendations for action. In performing its task of seeing that the
44

Univeralty is well governed, it is-essential that the Board become and

remain aware of responsible faculty and student sentiment. The Commission.

points ou;., that Senate is 'a sensitive- barmeter of this sentiment and

conSiders that thmk Chancellor and the three members of .the Board eletted

by Senate shoUld.assuMe_the special responsibility of)ceeping.the Board of

Covernors as a whole informed about the present .stage. of the University

In Recommendations S 9 and $ 10 we SuggeSt a mechanism to strengthe

relatiOns between the Board and the :Senate: To complement these we

RECOMMENDATION G 3

That the ZhancellOr and the members of-the
BO4rd elected by Senate :be resPonsiblefor
keeping the Board as a whol,einformed.:
concerning faculty and student sentiment
regarding the present state of the University,-
as this is reflected-at the meetings of Senate.

offer



It, is important o'stress that this Recommendation is in no way

intended to attenuate the President's position as the Board's chief

a4viser in matters of policy.. Rather, our object is to provide the Board.

,with an opportunity of familiarizing itself with the present state and

71..

future prospects of the various peftts of the University and also to

Pkolride..16"emilicadministratorsandrnembers-oftlie.senate with the Board's

point of view in the formative stages of policy making.

On latively minor level, we 'have a further recommendation to

make regarding the Board's method of operation, At the present time

certain o?ficers of "the University other than the Ptesident (who

course ,a member of the Board of Governors) and the Secretary to the

Board attend Board;meetings on a regular basis. These officers. are the

Academic Vice-President, .the Dean of Administration and the Bursar: Thee"

Commission recognizes the desirability and convenience of the Dean of.

AdMiniStratibn and the Bursar attending meetings of the Board. We also

recognize that currently the point of view of the tcademic area of

University is brought to the Board :by the President, supported when

'necessary by the Academic Vice-President, Nevertheless, we feel there

P

are sound reasons for the inclusion of an additional academic Deah at

meetings of the Board. These include. the elimination of what might

appear to be imbalance between academic and non-academic. personnel but

perhaps more important such a move would provide an opportUnity_for all

academic,Deans to familiarize themselves in a generalway with the

method of operation of the Board of Governors. In addition members

of the Board would have an opportunity t get to know the academic



Deans. We therefore make, the following:

RECOMMENDATION G4

That an an academic Dean-be invited to
attend each meeting of the Board of
Governors.

#
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4 7. THE PRESIDENT AND HIS ADVISERS

Under the Universities 'Act the key figure in the governahce of the

University is the President. He is_the Chief Executive Officer.and is
-

charged with the supervision and direction of the academic wotk of the
.

Y .
ep.

University., the teaching d adMinistrative staffs\and ot.her officers -wand"
A

servants.. He is, x-olfficio, a member of the Board of GOvernors, tile/-
1 A ...."

IS

Chairmarcof.Senate and the Faculty Council and a mgmbet of each Faculty.

He is the principal spokesman for the University to the community and the

-principal academic adviser to the Board of Goverpors, Throughout

previous chapters of this report,''his many duties 'have been discussed
#

either explicitly-or implicitly and we. do not think it necessary to repeat

4

them here. In what follows, we make recommendations regarding a variety

of items not covered in sarlier chapters of this report.

I The Powers and. Duties of the President as set out in the Act

We.indioated in Chapter II, those sections of the Act which deal with

the powers and duties of the President. Section 56 makes it clear that the

73.

President is the chief executive officer responsible for supervising and

directing the mork of ,the University. SpctIons 57(a) and 4 6(d) should

he read together: they make it clear that in one important respect, namely,

the appointment, promotion and remov-al o f members of:the teaching- staff,

the. Board can act only upolithe recoMmendationcif the President, The

Board can, of. Course, refuse to accept the President's recommendation but,

cannot,of its own initiative and without the Presidents recommendation,

appoint promote or remove members cf t4,- teaching staff. This provision

a



in the '$ t is a most important safeguard for members of the teaching

staff. is important to note that members of the teaching staff in

their role'as administrators are not afforded the same protection.

74.

note alsp hat the President has the power to suspend anym ber of. the
o

teaching.and administrative staffs and anyufficer7brservant of the

University (section 58(1)). The person so suspended has the right of

appeal to the Board. The President also has the power to suspend any

student and to deal summarily with any matter'of student discipline,

notwithstanding any powereConferred on the Faculty Council. In this:

case, the appeals are to the Selpe. We observe that in a portion of

the Act which we did not quote earlier lection 61(c) and (d)), the

Faculty Council is given the Rower to Se egate to lkognized student

organization; disciplinary pOwers.over.students.

to suspend

have made.

II.

The President's-power

a student dverrides any such delegation Faculty Council

The Delegation of the Pfedident's Powers,.

0

The'UniversAy is a society /microcosm, nand in any society power

is exercised in ways which have:-developed by experience

an
.organizatiod whose' members .largely arp professionals

University, it is-

rh):trarilSr by one

anacustom,

(such as their

GIn

most undesirable th"at po*er should be exercised

ofr a select few 4,diViduals; and thfoughout the

0 ...

earlier chapters t thiS report we have sbress,ed ttiOfhecessity for.
.

. ,
'''',

consultation. In any large organizat,lonIpower must be delegated, usually

1
.

.
,

on a hierarchical basis which is epitzed by the familiar "table of
- ,

organization " ,fir "line of,,responSibility chart'. The simplest example .of"

:84
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such a hierarchical structure is found in the armed services, where each

iindividual is Completely .aware of the person or persons who can givehim

orders and those to whom he cab give orders.

This simple hierarchical structure, typified by the Arthy, is

completely unacceptable in a university, at least in so far as the

teaching staff is concerned. As we have indicated earlier', there are

many reasons for this, the most important 'probably being that because of

their duties in teaching and research, members of the teaching staff must

function as independent professionals, members of a community of scholars..

As scholars, academics wish to be consulted on a wide variety of adminis-

tra ive and academic issues, and it isIimportant that they should be so

41 stilted. In earlier chapters of this report, we have indicated ways

in which this consultation can o50 It is clear however, that while

wide Consultation on many issues is desirable, a hierarchical structure

(deans, departthent Chairmen, registrar, burpfir, etc.) must exist for

efficient conduct of University affairs. In this section, we shall make

speci T recommendations concerning this administrative structure-, paying

particular attention to the number of individuals reporting directly to.

the President.

Many studies of administrative structure within organizations have

emphasized the dangers of having too many persons report to an individual

administrator, and the Commission is emphatic that in the case of the

President of the University, the number of peg le reporting directly to.

him should be kept as small as possible. There are a number of reasonS.e
for this, but most important is that the President, if he is to exercise

8 iy

75.
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his role of academic leadership within the University and represent the

University to the community, needs time to think,.to -consult and to plan,

He should also be able to make time available to meet informally with all

segments of the University.
o

Since 1963 there have been two.studies of the administ ative structure

of the University, paying parficular attention to the offic4of Presid;pt,

Both concluded that there were too many people reporting directly to the

President, and this "'Commission concurs in this view. At the prepent

the followift offikcers report. directly
,

..1

(a) the Academic Vice-PreNeent pro tem;
.

.

(b) the Deans of the Faculties of Arts,and Science, Education, Fine

Arts and GraduateStudips;

(c) t Dean Of Adianistration;

Jir

to the President:

(d) e Librarian;

(e) the Registtar;

(f) the Bursar;

(g) the Director of Admissions;

(b) the Development Officer;

(i) the Director of Institutional Research;

(j) the Director of University Relations;

for a total of 12. Until the appointment of the Academic Vice-President,
1)

the following officers also-reported directly to the President:

(k) the Director of Continuing Education;

( 1 )

(n)

the Director of Summer Session;

the Director of the Counselling Centre.

86
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At the moment, the two Mastert,of the Colleges also report directly to

the President, but since the

after 'June 1973, we have

college system as such will no lidhger exist

not included these individuals in the above list.

t4A7rew.years ago, the Board of Governop established the positions of

Vice-President Academic and Vice-President Administration in an effort to

reduce the number of persons reporting directly to the President. Mr. Kyle

was appointed Vide-President and Dean of Administration, but the other

Vice-President was neve- r appointed and indeed, the-issue as to whether

77.

or not this position should be filled became a matter for considerable

debate and discussiox. In the spring of 1972, an Academic Vice-Presidqnt

pro: tem was appointed,,bmt his'precise role was never defined. In June

1972, Mr. Kyle resigned and while Mr. Matthews was appointed Dean of

Administration, he was not given the title of Vice-President.

At the time the decision was taken to establish the two Vice-

4

Presidencies, the.expectation w.as that the University would-continue t

grow relatively quickly. snow clear-that this growth did not occur,

and a rapid expansion is not likely in the near future.' The CommissiOn,.

therefore, feels that at this time, there is to need to fill two

VicePresidencies .(but see Recommendation P 4 below).-

The problem of the large number of officers reporting directly_to..

the President still remains. At this stags in the development of the

University, the Commission is of the,opinionthat it is not jay desirable,

but essential, that Deans pf Faculties report directly to the President.

Of necessity, the Dean of Administration must do so also, and, because o

the Act, the Bursar, and the Registrar in his Secretarial capacity; must



report directly, The Commission also feels that the Librarian as the

executive officer of a University facility which is integral to the

teaching and research function of the University, Ifas In many ways the

status of an academic dean and hence should report directly to the

President.

4
The Commission believes that most of the other officers listed in.

(a) to (m) above should report through a senior academic officer with

78.

the status of a Dean. The title of this proposed officer was the subject

of substantial debate within the Commission and names such as "Dean of

Aca em Affairs", "Dean of Inter-facultY Affairs", "Dean'of University

Affairs" were considered. In what follows, we shall call this officer

the "Dean of Inter-faculty Affairs"

RECOMNENDATION.P 1

We therefore recommend as follows:

That the office of Dean of Inter-faculty
Affairs be established and that his duties
and responsibilities include:
(a) Academic. Planning.

-

(b) General supervision and direction, of the following:
(i) the Registrar in his capacity as

chief executive officer of the
.

Office of the Registrar;
(ii) the Director of Institutional

. Research;
(iii) the. Director of Continuing Education;
(iv) the Director of Summer Session;
(v) the Director of the Counselling Centre;
(vi) the Development - Officer.;

(vii) the Director of University Relations;
(viii)Director, Systems and Computing Services

who shall -all report through him to.the''President.

HC



will'be noted that the Director of Admissions has been'omitted

from the list of those reporting to the Dean'of Interfaculty,Affairs and

that the Director, Systems and CoTputing ServicE.has been added. It is

the view of the commission that the office of Director of Admissions should

in due course become part of the Registrarls Office and that th6 Director

of Admissions should then report through the Registrar. At the moment,

the Director, Systems and Computing Services reportacstothe Dean of

-77AAministration: The-CommisSion proposes that this pireCtor'shoulclrepo&

through the Dean of Interfaculty Affairs, since the Computing'Centre and

its staff provide primarily an academic sipport service.

The Commission-considers that the most important role of the Dean,o

InterfaCultyAffairs is academic plahning, Our.purpose in charging a

senior administrative officer with this responsibility is not to undercut

0,

the Academic Planning Committee of Senate but rather is our recognition

of the importance of planning to the whole University. S(4 that the Dean

Hof Interfaculty Affairs may be .fully involved In academic planning the

Commissicin recommends as follows:

RECOgENDATION P 2

That Senate make the Dean of Interfaculty
Affairs a member of Senate under section
23(d), and consider the desirability of
appointing him Chairman of the Senate
Committee on Academic Planning.

9



III. The Consultative Process at the Presidential Level

Throughout this report we have emphasized the4dmportance of the

consultative process in academic-decision,taking. At the .Presidential
- -

level it is essential that there be.a group with whom the President can

discuss as prima's inter pares those matters on Which a consultative

procedure is appropriate, remembering that the decisiong-of the President

are in essence, final decisions. Just as the Dean of a,Faculty uses his

Department Chairmen in this way, so also should the
0
Presiden us g his

Deans. We therefore recommend as follows:

p
CO

RECOMMENDATION P 3
.

-
That the President'establish a President's'
.Council which Shall include theDeans and

'., uch other persons as-the Preside& may,
fiom time to time, deem it advisable to add,

It is our understanding that the President has established such a

Council and we urge that he continue to use it freely since we underStand'

that it is working effectively.

o .

the President is to function, as academic leader and interpreter

within and without the Uhiversity; he-Mustlfave time to think, to plan

and, above all, to consult. The Commisaion offers the following
c.

suggestions in this connection.",First, the' Deans should make;every'effort

to resolve most day-to-day problems below the PresideritiaLlevel, bringing

to him for individual disousston only the matters on which they need

.. ,.._

his advice or which they themSelvescAnnot handle. Second, a.Senior
s . -

,

:academic, in whom the President has'cOnfidence; should be available to him
, .

0
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for assistance with special assignments as they May arise, to whom at his,

discretion he may delegate responsibility andabove.all, to whom he may

81.

talk-completely freely. In'the past, it was not unusual for university

presidents to choose on an informal basis such a:confidant and adviser.

This informal procedpre is, in the Commission's opinion, no longer
,
possible

in universities today,. and any person in-this-io).e-mUst-have-the protection ;

of a deSignated title. The Commission suggests that appropriate titles

might-include'Deputy,President, Vice-President and Assistant-President,

and favours the first of these.

It is important ed note that we do not visualize the Deputy President

as having "line responsibjlity in that nor.fficers of the University

report regularly through him to the President. It may be theat the person

holding the office of Deputy President is also a Dean, but he need not be.

In Any case, the'CommissiOn suggests that he be chosen froM among.those

holding senior academic rank.

_

The Commission recommends as follows:

RECOMMENDATION P 4

That the office of Deputy President he
established. The Deputy PreSIdent would

--.'Serve as the President's. "right-hand man",
and would haxie such .ddtieS and responsib-
ilities as are assigmed to him by the
President.

O

O

P.

a e
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It is clear that in many ways the relationship between the President

and Deputy President resembles that-between .a Dean and an Associate Dean.

We suggest'therefore that as in the case of Associate Deans, the Deputy

82.

President be appointed for a term, of oneyear with the option of renewal.

Before making or renewing such an appointment, the President should consult

the Deans

,

IV. Appointment, ProMetion and Tenure Proredures at the Presidential Level
fl

miElatlier in this report; we have recommended that the Dean alone be

responsible for making recommendations to the President on all matters

involving appointment, promotion and tenure within his Faculty, although

in ruching his decision'the Dean wiil have the advice of an'appropriate

Faculty Committee_ In recommending to the Board on these matters,. the

President must be in a position,to.review,,compare and control the

practices and standards applied .by the Deans within their. Facilities.
;

. .

Consultation with a representative group of senior academics will enable

:him to achieve this end and at the to obtain.advice on spedial

9 cases. We also feel that some, but not all, of this Advisory Committee.

should be elected by the Faculties, It is the CommiSsiOn's view that the

general structure of this Committee,should be laid down imthe Tenure

4 )'.Document but until such time as this Document is revised, we offer. the

following on an interim basis.,\

a, 92
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RECOMMENDATION P 5

That .a President's Advisory Committee on
Appointments, Promoticin and:Tenure be

establiShed. Initially, this.Committee
might consist of therlollowing: the Deputy

. President who shall be the chairman, the
Deans of,the Faculties and five additional
members,-one from each'of the groupings,
Sciences, Social Sciences, Humanities,
Education,' Fine Arts.chosen.from those
holding the rank-of professor and having
tenure, ,

83.

V. Tenurellwf 'Office and Appointment Procedures for the. President

As we have indicated earlier, it is the Commission'S view that all

academic administrators should have substantial experience as a member of

the teaching staff of a university.. 'Tgis is especially necessary for one

who holds the office of President\i4lia University such as ours1"where the

President, of necessity, must give academic leadership and cannot, as is

the'case in some universities in the United States, confirie His activities

to strictly administrative and public relations areas.

It is probably unwise to try to spell out too precisely the duties

and responsibilities-or the term of office of the President, since the.

former, in general terms, are set out in the Act and the latter depends

8

very much upon the particular incumbent, his age and career goals.

-However, the Commission is convinced that the kresident shoUld be appointed

. for .a term of years with the possibility of'renewal. It is important to

note that special circumstances within a university maybe a major

'consideration in determiningnot only the term of appoin lent but also the
44-

procedures used in making the appointment.

93-
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In the recbmmendationS. that follow tht:CoMmiSsion is considering what
I

. .

might be descriEed as normal appointment procedures to.be used in whole or

.in-parl depending upon the circumstances involved.

rR
RECOMMENDATION P 6

Thee the term of appointment of a President
be.normally for seven years with the
possibilityof renewal.

RECOMMENDATION P 7

That two years. before expiry of a-
President'ste4M,.the Board of Governors;
in consUltatiOn with the Senate, the Deans
and other senior members of the teaching
staff shOuld study the present state and
fUture prospects of the UniverSity, They
should then'indicate to the incumbent
President whether or not.j
intention,to.offer him'a further term,.
(which may or ,not for the Tull seven
years) and the'incumbent President should
indicate firmly to the:Board whether or not
he is prepared'toontinue in office for a
further period.'

Recognizing that, whife'the Board must bear full responsibility for N..

the appointment of a President, the faculty and students must have an

opportunity to advise the Boafd regarding the Selection ofra new

President, we
4
tecommend as. follows:
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RECOMMENDATION P 8
oEl

That if a new President is to be appointed,
an Advisory.Committee be.established to
advise the Board of Governors regarding the
appointment. Its structure should Was.
follows:
(a) A nominee of the Board should be the

Chairman of the Advisory Committee.
(b) The Committee should include both

elected and appointed members of the
faculty to ensure that'it contains
adequate representation not only from
the various FaCulties but also from
the various-tankswithin the. University..

(c) Because the work of the Comm4tee may '-

well extend over two years, any student
members of the Committee should be
appointed or elected from among those

rvho may be expected to be in attendance
for the required period,. 1'

(d0 The Board, at its discretion, may *add
*others to the Committee either chosen
from among Tts own members ,or. from

eisewhere.

A

of

4

It will be.noted that the Commission is leaving the precisesize

the Committee and its method Of.operation deliberately vagUe since

th approFiriate procedures will vary depending upon the particular

circuMstancesprevaiiingat the-UniVersity at the-giVen time

0
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8. MISCELLANEOUS RECOMMENDATIONS.,

I.. Subdivision of the Faculty of Arts and:Science:

Earlier in this, report we discussed in' some detail the decision taking

process: in the University, and paid particular attention .to the consultative

process:.. .14eAldiCated that in our opinion, consultation was an essential.

ingredient and that, for-this process to oporate effeCtOely, the group
p V

involVed must be fairly homogeneous and:not to0;large. .The Commission

believes that the Faculty of Arts and Science, as it is preSently,

structured, istoo large and inhomogeneoLs .for effective use `of the

consultative process to be made. -Within this Faculty there appear to be

three major groupings of Departments; the.Rumanities, the Natural Sciences

('including-tthematics) andthe.Social Sciences Within eaCh .of these

4
groupings there is essential agreement on:educational goals and a Certain,

communality of interest, .while between the gfoupingsthemseives there is

considerable,variation. To a certain exte414these difference's are already -

recognizediwithin the Faculty in a variety of lways: two degrees are awarded

6

(BA. and B.Sc.) and in man 'elective pNcedures, DepartMents are grouped

as we have indicated. The current revisions of.the requirements -for

graduation fromSecondary School in 'this province will.protiably.mean that
, .

there is no longer the possibility of having common entrance requirements

for admission to the Eaculty of'Arts and Science. Departments which rely
*.

heavily oh Secondary- School subject matter. (e:g Mathematics and the

Natural Sciences).may well have' to require satrSfactory completion of

!certain specified secondary s'chool prerequisites before a student can be

, .

admatted to a B.Sc. progvamme. -Other departments mny be prepared to accept
4
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any Secondary School graduate, yegardless of his.programme. . For these

reasons, the Commission favours a subdivision of the Faculty of Arts and

Science. Another compellini; reason i-s.the fact that at the 'moment the

Dean of the Faculty of Arts and Science. has some.nineteen'lleaas and
1

Chairmen reporting to him and to whom he must give advice and'counsel,

. /
On theoretical groUnds, it apgearsiithat the Faculty Arts and

't .

Science should be split'ineo'three separate faculties,, but the Coimission '

is of the opinion that,the pregent size of the University may not warrant

ale consequent escalation.in.the aministrative staff caused by,thd

appointment of two additional Deans, We therefore proposethe,:follOding:'

RECOMMENDATION MR 1

(a) `'That- the FacUlty of Arts and Science
be split into a Tacultyof Arts and
a FacultyofgcienCe.

(b). That the Dean of theFaculty,of Science.-
should ,be responsible administratitiely-.
for 4e Departments. of Bacteriology and-
Biochemistry, Biology, Chemistry,
Mathematics and Physics and the Faculty
of Science shall concern itself with
courses of study leading V.Ihe
degree

(c) That the-bean of the Faculty of Arts
shall be responsible administrative
for theremaining Departments and the
Faculty of Arts shAllconcerniitself
NithcollrsesitfstudY leading:to the
B:A.,degree.'"
That provision should be made'for
repreSeutd.tion on both. Faculties -of
Departments such as Mathematics, -

Psychorogy.and Geography whsimay'wish
to offer courses of study leding to-
both the B.A., and B.Sc.'degrees:.

(d)

p.
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1

RECOMMENDATION MR 2

.That. each Faculty'of the.DniVersity
have the right to'deterMine its admission

requirement's and the academic tandards
IC

expected' for its degree-, subject in' each

caseto the approval of'Senate.

II, Consolidation of the.Language Departments
o /

evelf: 1 years ago, trio. then Department Of Modern Languages was split

into four Mailer Departments. With the remOVal of the Compulsory '.._

language requirement,for some degrees, a number:ol-thesor-DepartMentshave

1

hecome so small as to become, in'the /pinion 't.he CommisSion, not viahjP

. ' ,
: 7 / - X

. . .. . .

as separate entities. We therefore recommend as follows

o

d
RECOMMENDXf160"mg.3

(a) That a Department of Modern La gua0s #
be reconstitnIed to).ncludet
existing Departments of Frcln h Language
and Literature, Department f Germanic'
Languages and Literature, epartment. of

Hispanic lnd Italian,Stud ,s and
Department of Slavonic and Oriental. Studies;

(b).."That within the Department of Modern
Languages appropriate administrative
arrangements be made tp re5sonable
academic'attonomy' for/each of the four
di isions named above/.

/

.

mplementation of this readitendation pill reduce by thrittlTe

number o departments in the proposed Faculty of Arts.t.
°



III, The /Status' of Professional. Librarians
.

RepTesentations were made to the--Commission that the pofessional
/ -

staff of the Library'should be recognized as having an essentially academic

function\\within the University. At the present time, these librarians are
5

classified as Admi.nistrative/Professional employees, but unfortuittely

thit.classification is:often'miswritten as Administrative- Professional,

It i$the Commission's understanding that the claisification

Administrative/Professional iAsntended to include not only-those with
A ` ,-!

purely:adthinidtrativeresponsibilities but also those who, while not

membetp of the teachirig staff, have .a well defined professional status And

wWare, to'some extent, involyed irithe academic area of the University,

Th ,Comm,ssion suggests that consideration be given to a modification

of the title Administrative /Professional isiOnal to make it clear it includes two.

seRarateigroupS,N For pXample. , the teams Administrative - Professional and

ALdeMd-Professional might be used:

. ..

IV. The Role of-Studentsi.n Academic Governance
a

.

t.

.

The Universiti,es Act defines the Universi.t.y asconsisting of the

. .11 ......,
. ... '.$.c

Chancellor; the
/-
Convocation, the Board of GovernOrs, the,Senate, the

,

t.-.

raculty Coungil and the FaCulties (see 'section 5(p). The students are

42.

not'Mentioned and it is clear thatgtheAct itself dies not envisage any

formal.role for. the students in the academic governance of the University,.

The Commission, however, is emphatic-that,students have an important role

. to play in certain ar.e-6S of academic decision-taking if they car&to



exercise it and that ap

The Commissio4ngtes th&t_

ay the average student spends roughdy four years at the lniveksity as

k

-an undergraduate and during this 'time his major commitment is
.

t I

necessarily the pursuit 'of learning.- a result time available

ropriate provision should be

to a full-time

aimited;

made fo student input

student for paeticipa ion 1.1. committee work -is

:

(2) because of the demands of his Acade ieprogramme and his previous

inexperience-of Univer4ity affairs he.mity. not AVuirettie.back-
,

ground and'experience.to articip te- 4ffeCtively until near'the
N.

end of hiS time a.' ,stu t.

For these reasons. the extent to whic students are able'to Contribute

t
effectively in many areas of univetsity ov.ernanee is bound to, bt limited,'

\

Experience suggests- ,that particip tlon4k/students in Sendte;and on

Senate Committees, where ny generaj matters of student erest come' up

is prodNctive and should be continu The extent of student participa len
q

C,

'in committee work at the Paculty a d Departmentel levels can be expected to
.

vary.from Department to Departm and Faculty to Faculty,t) The Commission A
..

)

, , .

urges that Departments delibera ely and periodically consider )ow best to
. .0'

, .

obtain student input Obviu areas of student expertise i elude curriculum.
I.. %

t

ons and:evaluation of teaching effectivenessplanning, conduct,Of examine

.. but student participatien; particularly in a,

.

e case o.
,i' ', ..

, p /

may be fruitfully invoke Many Morprgeneral areas

radualte students,

business-, as a number of Departments Currentlydemo
i 14 /

f-departmental

strata,.

*
. .

:The Commission n tes with-regretthat no submis ion was made to the Commission
by either thelama'Mater SoCietyor the Gradua e ,StOdents' Sodiety, and that

,
only threptudents!made repres'entatiorkatO.t tomMission.

5*- r


